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FOREWORD

Good police work requires both an efticiene operation and responsivencess to
the needs of the community. These sometimes contliceing aims are fruictully
reconciled in a promising new method of patrol organization known as
neighborhood team policing. The noticeable resules of this type ol organizi-

cion have been: an increased cfiectiveness in crime conerol, an improved

relationship beeween potice and the community, and. not of least importance,
improved police morale.

Experiments in team policing are being conducted under various names in
many cities, among them: New York, Detroit and Los Angeles. Under chis
system, teams of 20 to -0 otticers are given round-the-clock responsibility tor
all police services in cheiv neighborhood, and the commander is accountable

for crime in his arca 24 hours a day. Individual responsibility is increased at all

levels.

Team policing shows promisc of combining the best elements of both large
and small police departments: the specialized services and cquipment of the
one, and the more personal contact with the community of the other. Despite
its apparent effectiveness, however, team policing cannot be incroduced
without carctul planning and adequate truining.

This manual presenes guidelines ior puteing a team policing system into
eftect. For a more general introduction to the subject, see “Team Policing:
Seven Case Studies,” a publication of the Police Foundation, 1015 18th
Sereet. NLW L Suite 700, Washingeon, D.C. 20036. Together, I'm sure these
manuals will provide usetul informacion to those deparements considering this
promising new police staaeegy.

GERALD M. CAPLAN
Director National Institute of Law
Enforcement and Criminal Justice

il
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ABSTRACT

This book is a practical manual and cheoretical guide to Neighborhood
Team policing, a niechod of decentralizing police deparements in order co:
® lmprove police-community relacions
® Increase efteceiveness in controlling crime
® Improve the police ofticer’s satisfaction wich his job

Chaprer T is a summary of current knowledge about neighborhood team
policing and a description of what the authors believe would be an ideal
neighborhood team policing system. Chapeer 1l describes the neighborhood
team policing programs of several polive deparements. Subsequent chapeers
suggest methods and procedures for:

Planning and implemeanting acighborhocd team policing

® Administering an ongoing program

Training and education

® Lines of authority and methous of supervision of neighborhood teams
Running a neighborhood team (suggestions tor use by team commanders)
3 Constructing a project budget

Appendices include: suggested operational guidelines, a suggested tormat
tor tean1 commander repores, a model proposal to obtain LEAA action funds. a
case study ofone team in New York City, a vay of organizing o eerral guide
tor use by police ofticers and a description of a training program implemented
in St. Petersburg, Florida.
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CHAPTER |. INTRODUCTION AND ELEMENTS OF
NEIGHBORHOOD TEAM POLICING (SUMMARY)

A. Introduction

Team policing in the United States is seill in
its infancy. The tirst well-known team policing
project was started in Syracuse, New York in
1968. Other team policing projects are known to
have been started in Albany, New York; Cincin-
nati, Ohio; Culver City, Calitornia; Detroit,
Michigan; Holyoke, Massachusetes: Los Angeles,
California (Basic Car Plan and Venice Division’s
Team 28); Menlo Park, Calitornia; Pacifica, Cali-
fornia; New York City, New York; Richmond,
California; St. Petersburg, Florida; and Tucson,
Arizona.

This book concentrates on team policing cities
which have organized cheir policing around nergh-
borboods. Neighborhood team policing, as defined
in this book, ditters from regular policing in
several ways, as shown in Table I-1.

The reason for concentrating on neighborhood
team policing is that it combines the team con-
cept with a potentially powertul neighborhood
concept, which attempts to:

e Hold a team commander and a team responsi-
ble and accountable for the quality of police
service and control of crime in a neighborhood

o Strengehen the relationship between the police
and the community by concentrating team
effores in a single neighborhood

e Increase the flow of crime-related information
tfrom the neighborhood to the police

o Give the team as much responsibility as possi-
ble by kecping other police units out ot the
neighborhood whenever possible

e Rely on intormation to control crime rather
than on strect stops and other patrol tech-
niques that may jeopardize police-commu.nty

relations.

1. Experience with team policing.

Information now avatlable about team policing
is still mostly ancedotal, with a few notable
exceptions. While some evaluations have been
conducted, most of the resules have not yet been
reported. Results that have been reported gener-
ally are not scientifically satisfactory. However,
some important facts have emerged trom the
nation’s ecarly attempes to use neighborhood
teams.

The following findings summarize the national
experience with team policing:

e Insome cities. such as New York City, Albany
and Cincinnati, citizen groups have demanded
that team policing be implemented in their
neighborhood. New York City fele compelled
to expand its program rapidly and Cincinnati
is already considering expanding its program.
st. Petersburg and Holyoke also have ex-
panded their programs.

e Of all departments known to be trying neigh-
borhood team policing, only Detroit discon-
tinued the program. In Detroit, the tam
commander, team detectives and most team
members supported  the program. The pro-
gram dicd because a4 new commissioner dis-
liked the concept.

® There have been no disasters. No ncighbor-
hood team policing projects have created so
much animosity among citizens that the de-
partment was embarrassed or the program had
to be discontinued. Generally, programs with
the strong support of top management have
been aceepted by the community and by police
participants—even where there has been initial
resistance.

e There has been some indication, in Detroit and



TABLE 1. Comparison of old methods with neighborhood team policing

OLD METHOD

1. Smalast patrol unit (precinct or division) has 100-250
officers

2. Quasi-military sunervision.

3. Shift responsibility (eight hour tours with only unit com-
manders—captains or inspectors—responsible for around-the-
clock operations).

4. Assignment of the first available car to a call for police
88rvico—with priority for emergency calls.

8. Officers rotated to new divisions or assignments.

6. Special police units (tactical, detective, etc.) operate in local
neighborhoods without informing local patrol officials.

7. Community Relations as "image building™ (special units for
community relations plus speaking engagements for officials).

8. Reactive Policing (responding to calis) or Aggressive Polic-
ing (stop and frisk and street interrogations).

8. Centralized Planning (innovation through orders from the
chief or other important officials).

New York City, that team policing should nct
be forced to coexist with a scparate, parallel
command structure. A team commander
should not have to contend with other officers
who are not responsible for running team pro-
grams and who have responsibilities that may
conflict with team commanders. It is particu-
larly difficult for a sergeant to be a team
commander and to have to contend with other
sergeants and lieutenants who have overlap-
ping responsibilities for the same area.

® The team commander’s job is demanding. To

do it well, he should have other officials in his
team to whom he can delegate authority. The
commander should outrank all oti.er officials
in the team.

® Successful implementation requires careful

planning. In most neighborhoods in New
York City, little planning was done and the
implementation of neighborhood team polic-
ing made lieele difference in how operations
were organized.

16

Neighborhood team policing
1. Team has 20~40 officers.

2. Professional supervision, with consultation, setting of objec-
tives, an in-gervice training program, encouraging suggestions,
permitting the exercise of responsibility with.n necessary limits,

3. Team commander responsible for all aspects of police
service on an around-the-clock basis.

4. Team provides all police service for its neighborhood. Team
members are sent out of the neighborhood only in emergen-
cies. Non-leam members take calls in the neighborhood only in
emergencies.

5. Officers given extended assignments to a neighborhood.

6. Special police units inform themselves of team goals and,
whenever possible, consult in advance with the local team
commander.

7. Community relations as an essential patrol function, planned
by the team commander and the team and consisting of good
police service, friendly on-street contacts and attendance at
meetings of various community groups.

8. Decentralized planning (crime analysis use of plainciothes
or special tactics, investigations, preventive programs, referral
programs, service aclivities).

9. Decentarilezd Planning (innovation by team commanders,
subject to review by their superiors).

® Few programs have had a strong impact on
reported crime. The Venice, California pro-
gram appears to have had the strongest im-
pact. St. Petersburg, Florida also appears to be
experiencing some improvement in its re-
ported crime rates. One reason that crime
impact may be hard to measure, however, is
that a program which improves citizen cooper-
ation may increase the percentage of actual crime
which is reported to the police. This reporting
effect may be particularly serious in ghetto
neighbothoods.

® Some programs have succeeded in increasing
the percentage of arrests which resulted in
prosecution. In Detroit, the team improved its
percentage over the rest of the precinct. In
Venice, California, the percentage of prose-
cuted cases exceeded 80 percent of arrests (at-
tributable at least in part to an increase in the
number of clearances resultiig from citizen
information).

® The assignment of detective: tu teams appears



to improve the quality of investigative work
done by the patrol ofticers. In Detroit, the
patrol-detective relationship appears to have
worked especially well. Most ot the cities
known to have implemented neighborhood
team policing have assigned  detectives to
teams at least on an experimental basis.

e It is difficule co get officers and ofticials to
interact as equals. However, protessional in-
teraction has been achieved on task forces
tormed in Cincinnati and in Kansas City.
Some team commanders appear to be more
comfortable with the free interchange of ideas
than are others.

® Team policing projects that began with no
direet tield supervision (e.g. Venice, Holyoke
and St. Petersburg) found that officers need a
supervisor tor consultation in ditficule situa-
tions.

o Scveral departments have used team policing
as a way to attract funds to expand their patrol
strength. While team policing does 1ot re-
quire more personnel than conventional meth-
ods, a caietul review of an officer’s workload

may lead to a conclusion that—regardless of

how a department is organized—it will need
more personnel to operate effectively. LEAA
planning agencies and, in one case, a private
tfunding source have been receptive to an argu-
ment that more personnel are required to im-
plement an eftective team program.

2. Risks of team policing.

As with many other potentially good ideas,
reighborhood team policing can be implemented
caretully and thoughtfully or it can be a mere
slogan with no impact on police practice. In its
worst torm, neighborhood team policing can re-
sult in giving many inexperienced commanders a
new responsibility which exceeds their abilicy.
Some of these commanders, desiring to please the
department by doing something to control crime,
rnay inspire their team to do more. The team may
interpret this to mean more aggressive street

patrol and they may make more doubeful arrests
and—-potentially—may cause adverse commu-
nity reaction.

a. Resistance to implementation. Because Neigh-
borhood Team Policing is highly innovative, its
implementation in traditional police deparements
may be resisted. Unless the advancages of the new
system are fully explained, vested interests in the
departments are likely to become strong oppo-
nents. It may be highly useful to involve ofticers
and officials ot all ranks in the planning process so
that implementation will benetit from a variety of
views and will be fully understood and accepted
by a group of people who can then communicate
their understanding of neighborhood team polic-
ing to the rest of the department. Leaders of
pulice organizations or unions should be intormed
at an early date and should be invited to partici-
pate in the planning process.

b. Cantrol of corvuption. Corruption is & poten-
cial problem in every police department and
neighborhood team policing, because it encour-
ages informal contacts with the community, may
create increased temptations. The first line of
defense to corruption is the integrity of person-
nel. The second line of defense may be a well-
organized, centrally located internal investiga-
tions unit. Under neighborhood team policing,
neighborhood teams are made responsible for cor-
ruption within their neighborhoods. As Wilson
and McLaren state:

The vice and patrol divisions should have 4 joint
responsibilicy for vice conditions, and buth should be
held accountable. This sharing of responsibility re-
Juces the hikehhood of gratt because 1t 1s chen impos-
sible tor one of the divisions to grant protection o viee
oprators, and the large aumber of ofticers involved
diminishes the possibility of coreuption.!

Y¥urthermore, the team commander has a rela-
tively small team of men to supervise, making it

by W Wil and Roy € Mclaren, Pl o Adovngtraren Thid
Edition INew York McGraw-Hill, Ine 1964 p ol
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possible for him to inform himself about their
activities and to demand integricy.

3. The available evidence.

The available evidence concerning the cle-
ments of team policing is too scanty to reach tirm
conclusions. In this book, conclusions may be
forcefully stated, but the validity of cach recoms-
mendation depends on:
® The reasons given for each conclusion
® Specific experience in a few cities. _
Because of the scantiness of the evidence, the
reader should depend on his own knowledge of
policing to determine which aspects of neighbor-
hood team policing should be utilized in his
deparement.

Given the increasing use of neighborhood team
policing in the Nation, it would seem desizable
that a national research effore be organized to
determine the conditions under which neighbor-
hood team policing (as described in this book or
modified by local police departments), represents
an improvement over other methods of police
organization. In addition, comparative evalua-
tions of difterent neighborhoud team policing
methods should be conducted so that increasingly
'nformed choices may be made about implement-
ing the ditierent cicments of team policing.

4. Local variations, costs, and funding.

Naturally, local administrators will want to
adapt neighborhood team policing to the peculiar
needs of their departments, their laws and regula-
tions, and their con.munity. With careful plan-
ning and evaluation, local variations may help the
concept to evolve and improve.

a. Costs of implementation, Neighborhood team
policing may cost little more than ordinary polic-
ing. On the other hand, the planning and re-
training needed to implement the system may be
expensive, The costs will vary, depending on the
present status of the deparement and the scope of
plans to implement che new system.

4

16

Costs may vary in another way, as well. It may
oceur, as it did in Cincinnati, that a careful
planning effort to implement neighborhood
teams will resule in a realization that current
manpower or supervisory levels are inadequate or
any effective system. While neighborhood team
policing may, especiallv in the long run, lead to
more ctfective operations, it requires enough per-
sonnel to respond to calls for service, and to
pertorm a variety of tasks not ordinarily stressed
by police.

Similarly, a department may discover that its
supervisor-officer ratio is inadequate. With excel-
lent personnel, the supervisory ratio may be rela-
tively low—say one supervisor to 10 o. 12 offi-
cers. In a typical, large urban department, one
supervisor for every six or cight officess is proba-
bly more desirable.

b. Funding. Albany, Holyoke, Venice, and St.
Petersburg are among the jurisdictions which
have obtained Law Enforcement Assistance Ad-
ministration funds to implement team policing
programs. Cincinnati obtained Police Foundation
funds for that purpose. As an innovative pro-
gram, team policing can receive funds which will
pay for its implementation.

5. Interrelationship of elements of team
policing.

The concept of team policing presented in this
book has been developed after extended contact
with programs in New York City and Detroic,
after reading the literature on team policing and
after visiting and telephoning several cities with
neighborhood team policing programs (see Chap-
ter II, p. 13). The elements of team policing,
presented in this chapter, are believed to be
highly interrelated. Implementation of each of
the clements is intended to reinforce each of the
other clements. For example, in-service training
is recommended as a way of suggesting new,
constructive approaches which will enable the
professional to establish good community rela-
tions and use che wsulting goodwill to control
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crime. Similarly, assigning detectives to teams is
intended ro intraduce the patrol officer to new
ways of using mformation and chinking about
patrol. Assignment of detectives is also intended
to increase investigative activity and to give each
officer the satistaction of developing cases trom
start to finish.

Perhaps the most controversial “element” of

neighborhood team policing is the use of "profes-

sional supervision.” e may be that a team com-

mander can improve police service in a neighbor-

hood by using traditional supervisory methods

and that protessional supervision 1s an unneces-

sary frill. While, of course, some deparements

may choose to accept this analysis, it is believed

that professional supervision is one of the most

essential elements. The objects of protessional

supervision, already adopted by some supeevisors,

are:

o To develop in the patrol officer a sense of pride
in police serviee

o To develop a new openness to constructive
criticism, so that officers will learn from their
experience rather than repeating the same old
mistakes

e To develop a new sense of responsibility. so
that team members will contribuee their infor-
mation and ideas to help the wam achieve
SUCCLSS

e To reduce the frustration of being subject to
detailed orders which cannot possibly address
themselves to the complex events which daily
require the patrol officer to use his discretion
and make crucial decisions

e To increase the recognition received by sensi-
tive, conscientious officers—both trom therr
supeevisors and from their tellow professionals.

B. Elements of Neighborhood Team
Policing

Neighborhood team policing is @ way ot decen-
eralizing police deparements by breaking up rela-

tively large divisions or precircts into teams with
from 20 to 40 officers and otiicials, including a
ceam commander, who is respossible and accounta-
ble for the eftecriveness of his team. The team is
assigned a 1t 1+ “horhood containing roughly 12,-
000 to 35.1 sidents und business people. The
tem s regu

e To control crime

e To improve community relations

e Tou provide essential police services.

1. Planning within the team.

The team commander is expected to imple-
ment reasonable methads tailored to the condi-
tions of his neighborhood. His first task in plan-
ning for hi> neighborhood 1s to learn abeut rele-
vant neigh corhood characteristics and available
resources. He should analyze data on crirme and
on organized groups (whether they are potentially
dangerous or potentially helptul), social condi-
tions, and police, private and government re-
sources which might Eelp to remedy neighbor-
hood problems.

a. Inmovation. Since neighborhood poiice team
commanders are given the responsibility to de-
velop and implemeat local plans, the number of
responsible command officials 1s greatly increased
over traditional police systems. The limit on
innovations by team commanders is only what
their imaginatioas dictate, what their judgment
permits, and what their supervisors approve. Pre-
cinct or districe commanders should e¢ncourage
constructive innovation and work closely with the
team commander so that, if some innuvations are
not permitted, the team commander will under-
stand the reasons tor the action. Unless reasons
are given o a team commander, he may interpret
disapproval of @ specitic “~novation as disapproval
of creativeness in general

An innovative police department is dynan s,
possessing the potential for adapting to changing
conditions. Ot course, innovation involves the
taking of risks. A new rmethod is more subject to
crticism than o traditional method, no mateer
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how uncreative or shopworn. If 4 team com-
mander works closely with sympathetic supervi-
sors, and it the supervisors are themselves work -
ing closely with other sympathetic SUPCIVISOrS,
then constructive innovation will be facilitated.
Ie will take a climate of receptiviey throughout
the deparement, however, for innovatior. to o -
cur.

b. Commenication. The diversity of innovations

by team communders creates a potential source of

new programs for use in other parts of o police
deparement. Therefore, @ mechanism should be
deveioped to toster communicarion among team
commanders and other supervisors.  Periodic
meetings of team commanders and a neighbor-
hood team policing newsleeeer, both techniques
now in use in New York Ciey, may help improve
commuaication. A coordinating group similar to
New Yark Ciev's can be eseablished to Investigace
local innovations, determing the applicabiliey to
ather neighborhood teams, and develop program
descriptions for utilization elsewhere.

2. Community relations,

Team coaimanders are requirad to make com-
munity relations a concern of every team mom-
ber. One of the basic rasons tor using acighbor-
hood eeam policing is the ditficuley of relying on
“omnipresence’ to prevent crime, given the low
police-citizen ratio. There may be only one patrol
otticer for 2,000 residentes and, on any one shife,?
there may be only one ofticer for 3,000 to =000
residents or one ewo-ofticer patrol unit tor ewice
that many residents. Random or preventive pa-
trol 15 worse than looking for 4 needle in a
haystack. Criminals can react to police presence
and avoid ehe police. T is like looking for o
necdle which may move when VOU get near i,

It the team gains Gtizen cooperation, however,
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the job becomes more manageable. There are
thousands of citizen eyes for every police cye. If
the team carns communicy support, then crime-
control eftectiveness may be improved manyfold.

The community also is important because it is
a potential source of hostiliey, disorder and at-
tucks on police. Etfores should be made to contice
militanes, youch gangs and other hostile groups,
to-mect with them. and o reach an inproved
understanding. Just as che Uniced States now
considers 1t to be in its selt-interest to communi-
cate wich its adversaries, team commanders may
find it advantageous to communicate with their
prtential adversarics.

Finally, the communicey is important because
citizens can volunteer o help che police. Volun.
teers can be used in i broad range of activities,
from clerical assistance in the stationhouse to
OFRANIZING SCIvICe activitics.

A Continuwons assionment tn 4 weighbirbod. 1
policc-communiry relations are to he iraproved
and the police are to develop improved sources of
information from the community, cach member
of the police team muse acquire exeensive knowl-
edge about his communiey plus close personal ties
to important in lividuals. These ties may not be
quickly developed. As O. W, Wilson and Roy
McLaren seate in Police Administration:

Frequent beat changes prevent an officer from be-
coming well soquainted wieh persons, hazards, and
facilities on hus beas they also intertere with conting -
1y of service becanse the imvestigation and dispunt.
fon ot cases sometimes extend over several duays, and
when a chasee s sawlde, ther oy delay and sometimes
neglect i disposing of those Cases. Finally. frequent
changes ot beat assignments make 1o ditticult to place
responstbilite tor unsatistactory conditions. Prox -
dures which antertere vtk the application or the
tmportant rube that an otficer should be held respon-
sible tor the pertormance of his duties must nor be
tolerated #

In ncighborhood eeam policing, frequent per-
sonnel changes may be particularly disruptive. A
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team member must know about the neighbor-
hood and the stvle of other members of his team.
Once sound professional interaction has been es-
tblished, it should not be disrupted by fre-
quently transferring individuals out of the team.
Team members will develop a proprictary interest
in their neighborhood and the relationship should
not be disturbed.

The need for continuity will, of course, con-
flice with the desire of a deparemient to rotace
personnel in order to disrupt pussible corrupt ties
with che neighborhaod. This contlice between
INCreasing community ties to 1IMprove crime con-
-t and disrupting community ties to reduce
corruption is inevitable. To resolve this contlict,
a chief might consider the position taken by the
New York City Police Department when it com-
menced Operation Neighborhood, its team polic-
ing prugram. The order crated:

For many vears our operating procedures have placed
a main emphasis on the prevention of misconduce
and many of the resenctive teatures of this emphasis
have haa o detrimental eftfect on police-public reli-
tons. While misconduce will continue to be touphe
with every muans possible, the main emphasis of our
operating procedures will now be service to the pub-
lic. Let our actions be gunded not by " There s
nothing 1 can do,” but by “How can 1 help?” 1

b. Dispatch contingity. 1t is not enough that
patrol otficers be assigned “on paper” to the same
neighborhood. In many departments, patrol ofti-
cers spend from 70 to RS percent of their time
answering calls for service that are not in the
“sector’” or “heat” to whick they are assigned. As
a consequence, from 70 to 85 percent of the calls
in their own beat may be answered by cars as-
signed to other beats.

The object of neighborhood team pohicing s to
have patrol officers become familiar with ther
neighborhood. Tu capitahize un that tamibiarity,
they should answer as large o percentage ot calls
in that neighborhood as possible. They also

CChet Brager tor Michied P oCoabd T3P ser New Yark G Poitiee
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should spend as little time outside their neigh-
borhood as possible.

Two steps may be taken to increase the contact
between a team and its neighborhood: (1) define a
neighborhood to be large enough for most assign-
ments to be within the neighborhood (somewhat
larger than most traditional sectors or beats), and
(2) permit cars to take runs out of their neighbor-
hood only in an emergency and to hold (or
“stack”’) non-emergency calls until ars become
available. Increasing the size of sectors will mean
that it will take somew hat longer for the officer to
become tamiliar with his neighborhood, but that
can be compensated for by keeping him assigned
to the neighborhood a longer period of time.

Keeping cars in their neighborhood except for
an emergency will make it more Jikely that calls
tincluding emergencies) will be handled by the
car assigned to a neighborhood. It a car is not sent
to a distant sector, it will be closer to an emer-
gency in the neighborhood.

The reason for permitting cars to leave therr
neighborhoods for an emergency is because the
immediate needs of a serious injury or a crime in
progress should not be neglected just to fulfill the
needs of a “theory of neighborhood policing.™
However, it is important that “emergency’” not
be so broadly interpreted chat everything s
treated as an emergency and cars are never re-
tained in the neighborhood.

It is the natural tendency of dispatch personnel
to want to reduce the dispatch backlog and to
provide all people with seevice as rapizdly as possi-
ble. For that reason, special training of dispatch-
ers may be necessary to get them o apply the new
guidelines as intended. An exception in the
guidelines might be made for the situations in
which the dispatch backlog becomes so lengthy
that callers without emergencies are waiting for
an extended time before a ar can be dispatched.
When the backlog reaches a previously agreed
limit, cars should be dispatched to the closest
call, regardless of neighborhood team policing.

¢. Fout panol. Foot patrol, including the en-
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Couraging of otfcers Using IMOtHTCLOLCrS Of Cars
to park and to tdk to Grzens peredically, i an
essential mgredhiene of the good communiey rela-
tions needed inteam policmg. As O, W, Wilson
and Roy McLaren stace m Police Admannaration:

It provides the boest oppertuminy o abservation
withirenge of the svines and toea Cose contact with
Feople and thimgs, cnabling the patrolman to be ot
HLAXHNUM serviee as an antormation source and o

counsclor to che public, and as the eves and cars ot

the pobice depattment

do Crome comtral and - community volatrans. A
neighborhood police team should design ies crime
control program-
® To be consivtent with its community-relations

program
® To capitalize on goodwill which has been gen-

crated through the community relations pro-

gram.
To accomplish these objectives, the use of aggres-
sive patrol or sereet interrogations s relatively
undesirable. Even when sereet seops are made on
probuble cause, they may appear to the neutral (or
slighely anti-police) byseander to be repressive or
anti-community and this may see back the com-
muniey relations program.

On the other hand. o carctul investigation is a
relatively good way to contral crime and build
communiey goodwill. Fiese, ivestigations dem-
onstrate to citizens that che police will listen and
will ase the intormation which chey supply. Scc-
vnd, mvestigations are somewhat more hkely o
pernue the othicer to make an arrese inside o
residence or business or in some manner thar s
relacively anbikely to create o pablic spectacle.
Furthermore, areests resulting from imvestiga-
vions are somewhat more hikedy to be based on
sound evidence and e resule in successtul prose-
cutions, with thewr steendant good publiciey tor
toe polie

Worise s o C M Tarees I Ve g o : cy
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3. Enucouraging professionalism.

Police work, both now and under neighbor-
hood team policing, depends on the use of sound
jdgment by the patrol officer. He is the basic
unit i the department. Circumstances force him
to make many dedisions on his own. His daily
work also gives bim a wealth of “sereet knowl-
cdge™ and intormation. A sound police organiza-
tion will: (1) assist the officer to develop sound
pudgment, and (2) use the officer’s knowledge of
local problems to develop reasonable, responsive
programs.

The team concept rejects the undesirable fea-
tures ot the “quasi-military” model through
which commanders give orders and the troops
respond. Ieis chae madel which caused one New
York Ciy patrolman to complain that he was
constantly involved 10 making life and death
decisions but that he was created like a Boy Scout
by his superiors.

The team concept also rejeces the need for the
mountains of written orders found in some de-
parements. The orders often become so volumi-
nous that no one will read or follow them. Instead
of treating he otticer as a robot which performs a
required set of procedures, neighborhood eam
pohicing muakes the ofticer responsible for doing
his work as his judgment diceates.

A A tewem v professional group. A team s a
protessional group, like a group of docrors. Each
ot the members can coneribute enutcledge, which
may be usetul to all the other members of the
ream. He can also contribuee problems or e,
which the team can discuss in team meetings or
mtormally so thae all otticers mighe be able to
handle simular cases better in the furure.

A team commuander must OFgANIZe tem meetangs
to: (1) discuss aoer. so chat the entire team can
learn trom mistakes thae have been made by any
member, (2) exchange information about crinsi-
nals, crime patrerns, commumity groups (hostile
and cooperanive) and usetul ntormanes or sup-
phices of mtormation about crime: (3) conduce
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mservice rraining ino which the team aan learn
about community resonrces of new developments
in law entorcement, and €0 get the assistanee of
the team in overall planning, indluding specitic
tactics and general approaches to larger problems.

I Napore e o As the leader of aream of profes-
sionals, the team commander should revise his
wav of looking at supervision. Neither he nor the
other otticials working within the team can ex-
pect to beoat every key incident in which his
personnei are involved, There are, simply, too
many otticers tor cach ottiaal. The supervisor
should, theretore, encourage his otticers to de-
velop a sense of personal responsibiliey. He
should rarely take over the direction ot an inci-
dent he supervises. Unless the officer is incapable
of handling the situation, the supervisor should
observe how the otticer pertorms and subse-
quently otter suggestions to guide the otficer in
similar sicuations in the tuture. He also should
encourage the discussion among otticers of situa-
tions in which they have been involved so thae the
otticers will learn trom their exioeriences.

It also s appropriate for the supervisor to

waemple the work of members o the team to deter-

mine how they seem to be doing and o otter
suggestions tor the tuture. For example, he an
require that a erip sheet” be prepared, describ-
g all aceiviey on the shates and he can st
standards tor the usaal lengeh of time needed to
handle ditterent eypes of cds (providong e en-
courages otticers o spend more trme when cr-
cumstances wall tor 10 and tor other expeceed
activities. He can alsoarrange tor arrese repores to
be reviewed, so that suggestions may be made
about how to prepare reports, how o obtan
admisaible evidence, and how o retramn trom
potentielly itlammuatory arrest pracoees.

The cam commuander i responsible and ac-
countalae tor his team’s operations. He muse
provide incentives tor his team o pertorm well,
and when otticers tal o pertorm well he must
take appropriate steps. including consuleation,
compensatory truning. intormal sanctions (c.g..

<3

disapproval or undesirable assigniments) or disci-
pline.

. Traintug and education. Training and educa-
tion are crucial in neighborhood team policing tor
ewo reasons. First, training and education is nece
essary to reorient and improve the skills of ofticers
who are used to traditional methods. Second, the
erastenee of a team and team commander creates
an opportunity tor them to work togecher with a
trainer to implement an inservice training pro-
gram. A well-designed, on-the-job program will
be immediately usetul to teanmy members and may
theretore be superior to classroom instruction,
which often seems divoreed from the practical
world of police experience,

d. Shift supervivion. The team commander
should provide for supervision of the team in his
absence. Preferably, team commanders will have
ather otticials as part of the team. These lower
ranking officials (usually sergeants) should be
assigned to difterent shitts. On shifts where an
ofticial is not available, an otticer shoald be des-
ignated as supervisor.

Team commanders should plan the supervisory
program and delegate supervisory tasks to team
members. Sergeants can review Cerip sheees,” ride
together with officers to observe their pertorm-
ance, of ride in their own supervisory vehicles. If
detectives are assigned to the tewn, they an
review repores of arrests and investigations.

o Job saiistacimn—ffet af the team approach.
The team concept, with its protessional approach,
is designed to increase the police ofticer’s coneri-
bur.on to the tormation of policy. Tt also recog-
nizes the importance of the otficer’s information
and judgment. To many otticers, this change in
role may at tirst be chreatening, More is being
asked tfrom them, and they may be uncertnn
about wheeher they aan live up to expectations.
However, as the otticers become tamiliar wich the
program, their satistaction from their coneribue-
ing to the completion of the police mission
should increase.

It is behieved that ofticers more satishied with

9



their jobs will become more productive. They
will identity moie with the police deparement’s
nission, as detined by their team, and will devote
more etfore to turthering that mission. They also
will become more satistied with their professional
roles and less likely to take oue their job frusera-
tions through insensitive or aggressive behavior
toward citizens.

Once protessional enthusiasm develops, a vari-
ety of new alternatives may become possible. In
Detroies Beat Commander experiment, for ex-
ample, the team commanders decided thae it was
a waste of an otticer's time to have him serve as a
“chautteur.” Theretore, they drove alone. For
supervisors, even in rough areas, this decision
niakes sense. In most instances, they are involved
in street situations only when a patrol officer has
goteen there tirse or is already on his way.

There nmay also be ofticers who prefer solo
patrol, even in the departments where unions
have required two-ofticer patrol. These men ap-
parently feel that they may be safe if they are
operating alone. While many police officers may
call chis false bravery or unsafe conduce, » team
commander may form his own judgment about
the ofticer’s sense of responsibility. Depending on
the area and the assignment, the team com-
mander may accept voluntary assignments to one
man cars. Providing that the assignments remain
truly voluntary and that the policy is fully ex-
plained, such a change should create licele diffi-
culty with responsible unions or organizations.

{. Reduced huredwm. Neighborhood team polic-
ing also resules in more job satisfaction by reduc-
ing the boredom of which patrol officers often
complain. First, the team commander's plan will
resule in o marpower allocation plan thar is
matched to the demand for services. In many
arcas, this will resule in tewer “graveyard shift”
(12 nudnighe to 8 a.m.) assignments and, corre-
spondingly, in a gieater opportunity tor human
contact.

Second, community contact is encouraged. In
addition to specific assignments trom the team

10
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commander and to dispatched assignments,
which average fewer than one assignment every
Y0 minutes to three hours in many cities, the
officer is expected to meet people and develop
sources of information which may become useful
IN Crime investigations.

Third, individual otficers may attend meetings
of community groups or action organizations; and
these assignments can result in a fuller under-
standing of community problems and, ulti-
mately, a greater desire to serve the community.

Fourth, assignments may be more varied than
patrol personnel now receive. For example, plain-
clothes assignments, stakeouts or continuing
crime investigations may become pare of an ordi-
nary work day.

Fifth, there is greater emphasis on the impor-
tance of the service activities which take about 85
percent of an officer's time. At present, these
activities often are considered by many officers to
be a diversion from “more important"” crime con-
trol activities. Under neighborhood team polic-
ing, service activities are considered essential and
rewarded appropriately.

8. Exployee incentives. On a periodic basis, the
team commander and other supervisors within
the teain should evaluate team members. The
evaluacion procedure must recognize contribu-
tions made to the tcam goals, whether by making
arrests, handling tense situations, increasing the
flow of information, or other essential activities.
The traditional count of arrests and traffic tickets
is not sufficient to provide the proper incentive
tor improving community service.

It is important that good personnel evaluation
procedures be implemented and used. Patrolmen
doing a good job should be rewarded without
being reassigned to some specialized bureau or to
4 supervisory position. Providing that detectives
are assigned to teams, promotion to the rank of
detective—within the same neighborhood
team—may be an appropriate reward.

Good supervision also should be recognized,
perhaps by creating new grades within the rank of
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licutenant or sergeant. Accomplishments ot the
team should be part of che evaluation of team
commanders.

Progressive unions will seek to implement
these incentive systems. Methods which improve
pertormance will increase the department’s repu-
tation, increase citizen satistaction and enabie the
union and chiet to obtain higher pay for the entire
department.

4. Investigations.

Most police departments have restricted  tol-
low-up investigations to cheir detective divisions.
The principal reasons given for chis division of
labor are: (1) the special abilicy, craining and
experience of detectives, and (2) the ditticuley of
arranging tor a patrol otficer to leave his beat tor
protracted nvestigations,

These are important arguments which cannot
be too casily overeome; however, it is believed
tha: 4 more tlexible approach may be called tor
under neighborhocd team policing. A team com-
mander should be able ro decide that some ot his
men are talented in investigation and, working
alone or in active collaboration with detectives,
could do a superior job of handling an investiga-
tion. In some cases, the patrol otficer will have
access tointormanes or public cooperation to
which no detective will have access. In other
cases, the initial contace with a witness may have
been made by the patrolman and he may have
established a special rapport which should be
maintained to increase the chanee that the wit-
ness will continue to cooperate.

Ot course, there will be cases to which no
members ot the team will seem suited and ie will
be appropriate to assign other deparement re-
sources to take complete responsibility or to assist
a team member. The patrolman who started the
case may not be skilled ininvestigation or may be
more usctul in some other assignment. The case
may require special investigative skills not tound
in the team. Or there may be some special
higher-priority  problem 1n the ncighborhood,

such as the need to deal tacefully with a potential
campus uprising or a touchy labor dispure.

a. Assignment of detectives to teams. The rivalry
between patrol and detective unies in many de-
partments is natural, given the aspirations of
many ofticers to become part of the detective
divisiotr and cthe desire of many detectives to
maintain control over investigative activicies.

On the other hand, it is widely recognized
that:

The communication of information between patrol
officers and investigators is a vital faceor in the
success of criminal investigations. Investigators
should make cvery effore to foster the cooperation and
enthusiasm of patrol ofticers through frequent per-
sonal contacts, by making certain that beat officers
receive acknowledgment in reports and press releases,
and by fostering preliminary investigations by pa-
trolmen. One of the fastest ways to stop the coopera:
tion between patrol officers and investigators is to
have the laceer rework che preliminary investigation
as if the patrol officer were not to be trusted.®

The value of patrol officers to investigators was
forcefully stated by August Vollmer, the father of
the Berkeley policing system. Talking in the
context of the 1930s, he stressed thac the pacrol
officer’s:

knowledge of “who's who,” including good. bad,
and inditferent. young and old, is absolutely essential
to good police administration. The rules reqaire that
the policemen make inquiries concerning the charac-
ter, occupation, and habits of every resident of his
beat, so that whenever his superiors desire informa-
tion about any person living within the area thae he
patrols, he can supply it without delay. The conduce
of all known criminals and “bad characrers,” cheir
actions, the places they enter or frequent, muse be
observed and recorded, as well as the names, resi-
dences. and occapations of the peisons with whom
they associate. Knowledge of the habits ot a cnminal
and his friends may supply n imporrane link in
tvestigation ot 4 najor crime.

"W o and MdLaren, Pudree Admnnararem. pp 3RS 6
T Aucust Valloer Tl Podree and Modorn S rery . Patterson Smuath, 1936
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While this descreiption of the job of the ofticer
makes him sound Like “big brother,” Che basic
principle saill applies. The otticer should know
the smportant characteristics of his neighborhood-—
the characeeristics which will help him to solve
crimes and provide ettective police seevice.

The porential value of detectives to the patrol
torce may also be seressed. Wilson and McLaren
state that:

The eftectiveness of the department in the investiga-
tion of crimes is turther aincreased by Keeping the

patrol torce carrenely intormed ot the operation and
whercabouts of cominals and of wanted persons, o

therr assocuaees, hangouts, descriptions, methods of

operation, and automaobiles ased X

Given the interdependence of the ettective op-
cration of the patrol and detective divisions, e is
natural that some deparements are now beginning
to consider the assignment of detectives to work
together with pacrol otticers. Berkeley, Cincin-
nati, Dallas, New York Ciey, Venice, Albany and
Holyoke all assign at least a tew detectives to
work with patrol ottficers,

Detectives assigned to teams continue to be
recognized as investigative specialists. They can
be of greae use in conducting local investigacions
and in training pacrol officers to increase che
quality of preliminary and followup investiga-
tions. The detectives can also share their knowl-

cdge about how to develop usetul sources of

mtormation in the communiey and how to pre-
pare 4 case properly tor erial. Consequently, the
detectives should improve the quality of investi-
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gative work and reduce the need for detectives to
re-do preliminary investigations and duplicace
patrol cttores. This should permic detectives to
concentrate on the haed cases which require spe-
Jal training or experience.

The special investigative knowledge and shalls
ot detectives may also contribute to the team
planning process. The detectives can sometimes
detect a pateern of crime which patrol ofticers and
supervisors mighe otherwise overlook.

In acighborhood team policing, patrolmen
will be developing their own sources of intorma-
tion. By placing a detective in the ceam, patrol-
men and detectives may be able to share some of
these intormation resources. When an informant
will deal only wich a particular patrolman or
detective, other members of the eeam should ask
that otticer o develop information for chem.

b. Revwining sume centralized detective units. All
detectives should not be assigned to work wich
patrolmen. Strong reasons can be found for work-
ing simultancously on weighborinud crime patterns
(through patrol-deteceive cooperation) and on
wider-avea o specialized cvime patterns (through
city-wide detective investigations and specialized
crime units, such as a homicide unit). The job of
the police chiet is to strike the proper balance
between both forms of ettore. e is likely, how-
ever, that even the city-wide ettores may benefie it
pacrolmen and detectives are cooperating on focal
problems. This cooperation may bencfie the spe-
cialized detective who seeks local informacion
cither from a fellow detective or from a patrolman
who s accustomed to working closely with a
detecrive.
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CHAPTER Il. SURVEY OF TEAM POLICING

Many cities throughout the United States are
using some torm ot neighborhood team policing,
and the authors and other rescarchers at The
Urban Institute have assisted in implementing or
evaluating neighborhood team programs in De-
troit, New York City and Cincinnati. In Febru-
ary and March, 1973, one of the authors inter-
viewed police officials in briet visits to five team
policing cities: St. Petersburg, Florida (Public
Satery Team); Los Angeles, Calitornia (Venice
Division's Team 28);, Oxnard, Calitornia (Neigh-
borhood Car Plan); Cincinnati, Ohio (ComS$ec)
and Albany. New York (Neighborhood Police
Unit). The Los Angeles Basic Car Plan, the Syra-
cuse Crime Control Team and the Holyoke Team
Policing program also are described in this chap-
ter. to give the reader a broader acquaintance
with team policing cities,

Two tables summuarize the characteristics of the
team policing programs which were studied in
some detail. Table l=1 summarizes the adminis-
trative considerations of planning. funding.
training, evaluation and manpower in these cities
and in “Tdeal City,” which is considered to have
adopted the recommendations in this book. Table
[1-2 summuarizes the organization and operational
clements for [deal City and cach of the cities

mentioned above. Briet narrative descriptions of

the programs in cach city tollow the tables.
Four of the programs, St. Petersburg, Venice,
Cincinnati and Albany, contain most of the cle-
ments of our suggested organization. Cincinnatr's
Planning Task Force is the basis tor our recom-
mendation that a task torce be used in the plan-
ning process. Venice's extensive Block Captain
program is an example of an innovative systen to
involve the community in crime prevention.
The programs in Albany and St. Petersbury
have demonstrated how comprehensive tec n pol-
icing programs can work. In Albany, police-oper-
ateq storetronts are kept open 2§ hours a day, and

o

police serve as advocates for residents even on
complaints against the city. Although Oxnard’s
program is not team policing in tull bloow, it
Joes demonstrate that team policing can improve
police-community relations: without additional
funding or manpower.

Detroit’s program demonstrated some of the
ditficulties encountered when middle manage-
ment (lieutenants, captains) is not included in the
program and the department’s rop officials are
not united in support of the program (Detroit’s
project was dropped despite promising results).
New Yurk City's program, although excellent on
paper, seems not to have reached its potential
because of ditficulties in implementation.

Finally, the Los Angeles Basic Car Plan, the
Syracuse Crime Control Team and the Dayton
Team Policing Program do not tit the definition
of neighborheod team policing because they do
not fit the definition presented in Chapter 2 (see
pp. 48 to 49, which discuss each of these pro-
grams).

HOLYOKE

Holyoke, Massachusetts had a populagion of
approximately 50,000 people in 1972, and a
police force of 117 men. It is the smallest of the
cities reviewed in this study.t The tirst Team
Policing Unit was implemented in December
1970 in “The Flats, " an old area of the city with a
popualation of 5,000 people (10 percent Puerto
Rican and 10 percent Black), characterized by
overcrowding, poverty and the city’s highest
crime rate. The tormation of a team tor “The
Flats™ was precipitated by open ractal contlice in

et st was tnede o Hobvohe Tho mtormatien prosonte o -
Pase 1 v snateral e an unpubbshed maousorgs bong proparcd tor
pablicatton by The Peine Foumbinen, Woshngton, 10wl o
tdophone nteracw watl the Holvoke Toam Project Dircctar, Capram
George B Burns (Apnil 2701978
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the summer of 1970. A second unit was insti-
tuted in August 1972, a chird unic in January
1973, and a tourth unit in April 1973, complete-
ing city-wide expansion ot the program.

Funding

The tirst unit was tunded with a 810,000
grant from the Law Enforcement Assistance Ad-
ministration and a $150,000 grant from Model
Cities. The LEAA grant was used tor equipment
while the Model Cities grant was used for person-
nel, the service officer project and community
relations projects. The second unit also received
an LEAA grant for equipment. LEAA Discretion-
ary funds were used to help implement the third
and tourth units.

Planning and Training

Planning tor the firse unit was done primarily
by Captain Burns with assistance trom planners
trotn Model Cities and the Regional Planning
Commission. They developed the program based
on the President’s Crime Comimission Reports
and wrote proposals for funding over a six-month
period. Planning the details of unit operations
took place during the training period.

The tirst unit’s training took place over a
period ot three months. Te was focused on the
ream policing concept, communiey relations and
criminalistics. The patrolmen became deeply in-
volved in planning unit operations as part of the
tratming process. They travelled o other cities to
pet intormation, questioned visiting police ox-
peris from other cities and universities, and
tormed commiteees to investigate items such as
unitorms, equipment, rules and procedures, e.g.,
investigative procedures. Similar traming was
given to teams implemented lacer.

Organization

The tirst unit was commaended by a capram and
had a complement of 12 police otticers (volun-
teers) and tour communiey service otticers (all

Puerto Rican). The caprain reported directly to
the Chiet and had absolute responsibility for the
team arca. All calls wene directly to the team or
were referred to the unic's storefront headquar-
ters. No non-team policemen were allowed to
enter the team area.

The patrol ofticers and community service offi-
cers had responsibility tor all police services and
investigations (except homicide) in che area. Unit
members wore blazers® and slacks and worked out
of a storefront headquarters.

At this time, detectives have also been as-
signed to the city’s four units. Homicides are still
handled centrally by the Caprain of Detectives.

Community Orientation

Emphasis is placed on establishing a positive
working relationship with the community
through both formal (advisory board, monthly
community meetings) and informal mechanisms
(storetront headguarters, emphasis on service to
the community, and a non-aggressive patrol
stance). The community has become a valuable
source of crime information and has made signifi-
cant contributions to policy decisions.

Planning within the Team

Holyoke was probably more successful than
any other team policing program in developing a
professional, democratic model of team opera-
ttons. Team policemen take the major responsi-
bality for planning unit operations. They form
commiteees to work on specific areas (e.g., orga-
nization, training, deparemene liaison), write
their own manual of rules and procedures, and
use o democratic model tor making decisions on
operational and managerial matters (subject to
veto by the unit commander). Deployment and
scheduling are based on workload and the needs
of the community. They are reviewed periodically
by the teams.

S Al both she communety and patrol othcers supparted the use st

Pl snste b b b il by m subsequent umies, they were

Aert wsed Becpne st ppoatnn trom the beeal alderiman
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City

“Ideal City"

Holyoke
Team Policing Units

Albany
Neighborhood Police Unit

St. Petersburg
Public Salety Team

TABLE -2, Organizational and Operational Elements®

TEAM AREA
DESCRIPTION

COMPOSITION
OF TEAM

SUPERVISION

o Team policing applicable to
any area
¢ 12,000 to 35,000 population

o Impiemented December
1970

® 5,000 people (poor. 40

percent Puerto Rican, 10

percent Black)

o Impiemented July 1871

o 10,000 residents (50%
black)

o Poverty, street crime,
unemploymaent, substandard
housing prevalent

o Second Unit to similar area,
October 1972

o April 1972

® 26.000 residents

e 99 percent black

o Median income $5,000

e High unemployment,
substandard housing

o City-wide (5 teams) March
1973

o 1 Lieutenant-commander
3-4 Sergeants-
Assistant team commanders

o Commander: 24 hour
responsibility for team. Authority
to police area in most effective
way

o Assistant Commanders:
supervigion, training,
administration and special tasks
(e.g.. crim.9 analysis)

o Professional Model: patroimen
participate in decision-making and
call supervisor when needed

o Captain

12 vificers

4 community service
officers (Puerto Ricans)
e Volunteers

o First Unit: Lieutenant-
commandar

4 Sergeants

31 Patrol officers

o Second Unit: Lieutenant-
commander

4 Sergeants

41 patrol officers

4 Detectives

o Officers not representative
of overall quality of personne!

o First Team: Lieutenant-
commander

3 sergeants

21 patrol officers

3 detectives

1 secretary

e Under City-wide teams, no
detectives assigned to teams
o Officers representative of
overail quality of personnei

* Descriptions given in this chart generally are based on the first team implemented.

18

o Captain has 24 hour
respungibility for team

o Team formed committee and
wrote guidelines

o Team decisions subject to
commander's veto

o Scheduling of work by team

o Essentially ke "ideal City"

o Sergeants work psrmanent
tours of duty, as do officers,
establishing a stable supervisory
relationship within the team

o Lieutenant has 24 hour
responsibility

o Sergeants are primarily
administrators available for
supervision when needed



INVESTIGATIVE
FUNCTION

—m—— e e e e Mg

o Detectives assigned 10 teams
o Patrolmen responsible for
investigations as determined by
team commander

o Officers do all investigations
but homicide

o First Unit:

¢ All investigations handled by
patrol officers

¢ Second Unit: Detoctives
handle investigations, analyze
crime patterns and suspect
data

o First Team: Patroi officers
rasponsibio tor ali investigation;
detectives acsisten and L:ained
but aiso patrol

e Jnder city-wide: Patrol
officers handle ali
investigat:ons except huincide.
robbery, rape. forgery and autc
theft

" STABILITY OF

ASSIGNMENT TO
NEIGHBORHOOT

o Commander has infiuence
over outside units working in
team area—can call on need
basis

e Assignment to team for
long period of ime

e Tram members dispatched
out of area only in
emergencies

e All calls in team area
handled by team

¢ Commander has complete
authority in area—area
integrity strictly upheld

e No cars dispatched in area
e Unit cars seldom
dispatched out

e 40 percent turnover in 2
years but department
believes it has not disrupted
Unit 'dentification

e Maintaned through
stacking. screening,
orientation

e Only Narcotics Squad
operates n area without
request

e Assighments o teams fairiy
stabie

e Dispatched out oniy on
emergencies

CRIME ANALYSIS
AND PLANNING

o Regular analysis of crime
patterns and workload to
determine acheduling and
deployment-—most man
power at pesak hours—use of
foot, plainciothes, patrol and
innovative approaches 10
crime control

o Patrol officers participation
where possible

COMMUNITY
INTERACTION

o Patroimen develop rapport
with community

o Community input: advising,
volunteers, crime information
¢ Service orientation—referral
systems—use afternatives to
arrest—iollow-u? on citizen
compiaints

¢ Deployment based on crime ¢ Community service

o Team sets policy on
operations

¢ Deployment based on crime
o Use of foot, scooter and
plainclothes patrol

¢ Some participation in crime
analysis by patrol officers

e More emphasis on crime
analysis in second unit
through detectives

e Pin maps, crime by day and
hour used to detect patterns
and allocate nen

e Emphasis on foot patrol in
heavy pedestrian problem
areas

¢ Lieutenani-commander
constructs budget for team

33

emphasis

o Officers wear blazers,
slacks

o Storefront headquarters
o Monthly meetings of
advisory board

o Non-aggressive patrol

o Personal contact with putlic
emphasized

o Referrals made

o Police act as advocate for
citizen in compiaints

o Lisutenant active in
community groups

¢ Advisory Board for second
unit

o Storefronts in both units
manned 24 hours/day

o Special blazers and cars
used by units

o Regular community
meetings

o Emphasis on
nonaggressive patrol stance
o Team commander active in
community relations

o Blazers, ditferent colored
cars

v



CITY
Cincinnati
ComSec

Detront
Beat Commander System

venice Division
Los Angeles Police
Department

Team 28

Uxnard
Ne.ghborhood Car Plan

New York
Neighhorhood Police Teams

TABLE i-2. Organizational and Operational Elements‘~—Continued

TEAM AREA
DESCRIPTION

COMPOSITION
OF TEAM

SUPERVISION

o March 1973

¢ 35.000 residents

¢ 52.000 non-resident
workers

¢ 225,000 shoppers and
tourists daily

¢ § team areas, oach
distinctive neighborhcod.
middie ciass and poor; biack,
white and mixed; residential
and business

o District as whole accounts
for 25% of City's reported
crime

o April 1970

o High crime

¢ 12,000 residents
¢ 99 percent black
o Poverty

¢ Unemployment

o Each team has: Lisutenant-

leader, 3-4 sergeants-
assistant leaders, (officers
generally representative of
overall quality of personnel)
1-5 detectives

11--47 patrol officers

o Lieutenant has 24 hour
responsibility for team area and

coordination with other teams

o Sergeants have fleld
supervision responsidilities,
planning and coordination of
community relations

o Heavy emphasis on officer
participation in running team
o Regularly scheduled team
meetings

o Sergeant-commander

1 Sergeant-assistant
commander

24 patroimen (18 black,
mostly young and energetic)
3 Detectives

o Team commander has 24 hour
responsibility but authority limited
by conflicts with captains and
lisutenants

o Commander primarily
administrator and planning

o Assistant-field supervision

¢ 35.000 residents

¢ 89 percent while

e middle to low income
« high burglary rate

e January 1971 13.000
residents

90 percent Mexican-American

o Poverty, high crime, high
nnemployment, substandard
housing

o First Four Teams: January

1971

o Recently: 5 entire precincts
(29 teams)

32 precincls with one Or (wo

teams in part of precinct

34

o Lisutenant-Commander
4 Sergeants

22 patroimen

3 traffic officers

2 accident investigators

1 administrative assistant
2 typists

6 Detectives

o Team commander has 24 hour
regponsibility and wide latitude
and authority in area

o Sergeants-professional
supervision

o Participative management

o Patrolman supervision on night
watch

o First Team: Lieutenant-
commander

1 Sergeant

13 Patrol officers

o Selected volunteers

o Lieutenant has responsibility
for area on 24 hour basis

o Lisutenant and Sergesnt aiso
take on city-widy supervision
when on duty, but they are
involved in planning, training and
community relations

¢ Monthly team meetings

Each Team:

o 1 Sergeant as team
commander

® 20-50 men in e ach team
¢ (Plan to experiment wiin
Lieutenant-Commander)

o Team commander has 24 hour
re-;ponsibility and authority for
crime analysis. deployment,
speciul projects

o Role of other supervisors
(lieutenants and patrol
sergeants) sometimes conflicting



STABILITY OF
ASSIGNMENT TO
NEIGHBORHOOD

INVESTIGATIVE
FUNCTION

. Uu o! eommumty sorvice
assistants in Mode! Cities
areas to oase patroimen
workload

o Dispatched out only when
absolutely necessary

e Long term assignment to
teams

o Team responsibility Ior |||
investigations except homicide
o Patroimen responsidle for all
preliminary investigations—can
ciose case

o Detectives handie ongo~g
Investigations and can reopen
Cases after review

o Runs out only in emergency

° Dotocnvn handlo all

investigations o Difficulty keeping officers in
o Excetlont patrolmen-detective  area but runs out of area
communication down to 10-15 percent near

end of project

. Dotoctwol hnndn all
investigations and train
patroimen in investigative skills
¢ Close patrol-detective
cooperation

by phone if possidle

o Steady tours—3 month
rotation

o Only 8 percent of runs out
of team area

¢ No other units enter area

o Team has no new
investigative responsibility;
detectives not assigned to
team

o Try to keep in area. No
information avaiable on runs
in and out of team area

) No chango—dotoctuvos not

assigned to most teams—no neighborhood only In

new investigative respons:bility emergency (but average ot

for oticers » 50 percent runs out by team,

o 8 detectives assigned to and other units go into

teams in five precincts in neighborhood 50 percent of

March 1973 on experimantal runs)

basis o Conflicting department
programs move officers out of
leams

* The job of collator 1s being redefined for the sixth time.

¢ Gudelines say runs out ot

o Low priority calls handied

CRIME ANALYSIS COMMUNITY

AND PLANNING INTERACTION

. Wnkly lnd monthly o Regular community
analysis of crime patterns, meetings

spol maps o Referral system

o Coliators may keep modus
operandi. name file. and
suspect file and feed crime
information to teams*’

° Cnmc analysis by
commander and sergeacts
o Most men at peak hours
o Emphasis on foot, scooter
and plainclothes

P it LR T

° Cnmo Control Committee

(Detective, Sergeant and one
officer from each watch)
analyzes crime weekly and
plans

o Most men at peak hours

¢ Plainciothes tandem and
other patrol modes used

¢ Little emphasis on crime
analysis and planmng

e Crime analysis done by
team commander

o Use of various 'charts™ to
use most men men at peak
hours

o Fool. scooter, plainciothes
patrol and special projects
used

o Complaint system

¢ QOrigntation to service and
alternatives to arrest, police
contant with citizens (park
and talk)

o Community Service
Assistants in Model Cities
areas

o Police responsibility for
keeping area safe and
healhy

. Empham on porsonll
contact, perk and talk,
attendance at community
meetings

o Some use of aggressive
patrol, particularly in the
beginning of the program

o Extensive program ot Block
Captains for information
exchange

o Officers meet residents in
coffeee kiatches at Block
Captains’ homes

¢ Heavy emphasis on service
onientation non-aggressive
approach

o Participation in community
projects

o Citizen Advisory Board of
residents (not leaders of the
community)

o Team commander
attendance at communiy
meetings

o Use of volunteor auxillary
police

e Men encouragad 0 deveiop
rappont; park, walk and talk



TABLE 2. Organizational and Operational Elements*—Continued

COMPOSITION
OF TEAM

TEAM AREA
ciry DESCRIPTION

Los Angeles
Basic Car Plan

SUPERVISION

o Cty-wide April 1970 o Each Basic Car Unit: o No geographic responsibiiity in

¢ 83 Basic Car Disincts in 17 9§ officers any one supervisor
Divisions 1 lead officer o Team leader is only
5 senior officers coordinator and he has no
3 officers with less SUpervisory power
experience o Sergeant is team advisor and
» More “qualified” officers counselor
selected for Basic Cars

Expansion

The expansion to city-wide use of team polic-
ing units was accomplished over a three-year
period with limited changes taking place in orga-
nization. One basic change evolved from the firse
unit’s request tor supervision in difficult situa-
tions (the first unit was basically unsupervised in
the field chrough its first six months of opera-
tion). Now each unit is commanded by a sergeant
who has 2-i hour responsibility for the area.

Evaluation

The tirse unit was not evaluated on the basis of
crime and arrest statistics because no baseline
data existed. However, the recordkeeping and
reporting procedures developed by the unie have
been put into use in all units and an in-house
evaluation based on crime, arreses, seevice calls,
and community contacts 1s now near completion.
In addition, comrnunity and police attitude sur-
veys have been conduceed tor cach uni.

ALBANY

Albany. New York, with a4 population of
F15.000 and a police deparement of abour 100

M

officers, is a relatively small city using neighbor-
hood team policing.

The first Neighborhood Police Unit was im-
plemented in Albany on July 1, 1971, in the
South End, an area containing 10,000 residents
(50% black) and characterized by poverty, sub-
standard housing, unemployment and a high rate
of street crime,

Funding

The first unit received 4 $337,587 one-year
grant under the Omnibus Crime Control and Safe
Strects Act of 1968, including money for person-
nel, equipment, training and evaluation. A sec-
ond unit was instituted in the neighboring Arbor
Hill community in October 1972 and was funded
under an LEAA grant of $289,253 Continuing
costs for personnel and equipment will be ab-
sorbed by the city.

The objectives of both units were to reduce
crime, improve police-community relations and
expand che role of police by working with area
soctal service agencies.

Planning

Planning tor both units involved a six-month

J6



STABILITY OF

INVESTIGATIVE ASSIGNMENT TO CRIME ANALYSIS COMMUNITY
FUNCTION NEIGHBORHOOD AND PLANNING INTERACTION

o No change (detectives not o Overlapping "X cars used o Most men at peak hours o Monthly community
assigned to team, no increase in heavier workioad periods— e No crime analysis at Basic meetings of 9 officers and
in investigative responsibility of  not part of the team Car level residents .

patroimen) » Stable assignment to Basic
Car

o Runs n and out of
neighborhood not tightly

controlied

period in which the unit supervisors and the
Crime Control Coordinator made an extensive
study of the community, talking to citizens,
social service agencies, planning patrol assign-
ments, ¢tC.

Training

A 160-hour training program was given to all
unit personnel with the assistance of the State
University and the New York State Police Acad-
emy. Four two-day sessions, in which community
residents were involved, deale with drug abuse,
poverty, juvenile delinquency and race relations.
Representatives of social service agencies ac-
quainted officers with the resources available in
the community. Other topics included crisis in-
tervenrion, innovative police methods and police-
community relations.

Perhaps the most important “training”™ oc-
curred after the formal training when the ofticers
spent two weeks i the acighborhood in plain
clother just talking to people and getting o
know them outside the normal job situation.

Organization

Both neighborhoods are supervised by licuten-
ants selected about six months prior to imple-

mentation. The team supervisor, Police Chief and
Crime Coordinator selected sergeants and patrol
officers from those who volunteered. The first
unit had four sergeants and 31 patrolmen. The
second unit had four sergeants and 45 patrolmen.
Manpower allocation was based on previous cov-
erage, previous man-hours and estimated man-
hours, including time for calls and community
relations work. The resulting allocation was 50 to
100 percent more than previous levels.

The units’ supervisors report directly to the
chief and work closely with the crime coordina-
tor. They operate essentially as small area police
chiefs, responsible for operating the unit, deploy-
ing personnel, maintaining cooperation with the
community and other social service units. The
integrity of the units’ area is strictly maintained;
any officer or detective who enters the team area
must be accompanied by an officer trom the
neighborhood unit when he makes contact with
any citizen.

Investigation

In the first unit, all investigative functions are
handled by the officers. Cases are closed, subject
to the unit supervisor's approval. Detectives and
identification men can be asked to aid in an
investigation. In the sccond unit, another inves-
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tigative madel 1s being tested to see if the unie
can make beteer use of crnme information chirough
analysis of crime patterns, ete. Four detective
positions were included in the unit because the
crime problem was heavier for the second unie, e
was also 4 wav of promoting otficers within the
ream. One detecave was assigned to the unit and
three unit patrolmen were given detective posi-
tions after the unit was observed and rated by the
detective. These men also have crime prevention
duties. The sccond unie alse has ewo patrolmen
who are community relations officers, whose
main tunceion is to meet with the public and visie
schools.

Community Orientation

Both units operate storefrones around-the-
clock. The storetront’s desk officer is iesponsible
for maintaining records, completing crime analy-
sis torms and maintaining relations with social
service agencies. Reterrals are made cither by the
police ae the storetront or on patrol whenever
possible. Reterrals are recorded and follows wps
are. made.

Complaints about city services are handled ina
unique way, made possible by Albany's size and
the power of the mayor. The police act as the
complainant, filling our a special reterral torm
which is then sene to the chiet. The chiet refers ic
to the nuyor and the mayor sees ro ae that the
ageney involved aces. The agency nodities the

chict when action has been taken. As a result of

this process and the educarion of citizens by the
police, many atizens now make complaines on
thair own.

Both unies have blazer outtits with concealed
guns. This as intended 1o creare ar mtormal,
prnlbssum.ﬂ .l[‘l‘l’olf.lllkl‘ -"lll to l”]"l()\'l‘ commu-
nity relations. Unie caes are pamted o distinctive
color, and dtizens scem to adentity the units as

“therr police. ™ Even a relatnively high turnover of

) pereent of the patrol ofticers (due primarily to
promotions) i two vears dud not seem to the

L
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deparement to destroy this identification. The
potentially disruptive effece of che high turnover
rate on community relacions was reduced by hav-
ing 4 new officer intraduced to residents by an
“old” ofticer in the same uni.

Personal contacts with the public seem primary
to the tirst unit’s success. Rap sessions at the
schools, ateendance at community meetings and
the Licutenant’s interest in serving on community
committees and the bocrd of directors of one
community organtzation have brought the police
closer to the community. Militane leaders in the
arca are reporeed o have moved to another area as
the police have become a legitimate pare of the
community power structure. A bimonthly news-
leceer is used to turcher inform the public of what
the police are doing.

In Arboi Hill, a citizen Advisory Commiteee
has been formed to assise the unit in crime pre-
ventton and  police-community rapport. The
committee, consisting of 15 representatives of
various agencies and interest groups in the com-
munity, meets regularly to advise the police on
planning and objectives.

Deployment

The officers work permanent cours of duty
arranged so that mose officers work at peak crime
times. No ditficuley was encountered in geteing
men tor any one shitt. The sergeants also work
permanent tours so that there s continuity of
supervision berweren a sergeant and the man on
that tour. Special assignmicnts, such as plain-
clothes, special tootposts and scooter patrol are
used when needed.

Information Exchange

Intormation exchange is done on an intormal
basis with men going ot duty talking to the nexa
shift tor a tew minutes. The sergeant is responsi-
ble tor keeping the men informed.
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Crime Analysis

Analysts 0. geographical crime patterns is done
primarily with pin maps. Although crime records
are maintained by day ot week for the city, they
cannot vet be used tor the unit because of the
reorganization of unit boundaries. The unit
makes regular reports on arrests, referrals and
crime to the crime control coordinator. The sec-
ond unit willalso analyze victim and suspect data
on a weekly basis.

Dispatch

Dispatch out of area has not been a problem
here. Unit officers are somerimes dispatched to
back up “the men in blue,” but the blue is kept
out of the team's neighborhood. The unit officers
seemed to have proved their worth to the rest of
the department and otficers who were at first
reluctant to volunteer tor the unit now want to
join,

Team Cobesion

It 1s important to note the strong unit cohe-
siveness. The unit uses peer pressure to keep itself
operating ettectively and ofticers who are not
doing a job can be voted out of the unit by the
other otticers. The crime control coordinator at-
tributed this cohesiveness to the leadership abili-
ties of the unit supervisors.

Evaluation

Albany has reccived funding for evaluations of

both of its neighborhood units. The evaluation
will concentrate on monitoring attitude changes
in the community and in the pohice. (The evalua-
tion of the tirst unie 15 completed but not yet
available)

ST. PETERSBURG

St. Petersburg initiated ies tiest Public Satety

Team in April 1972, By March 1973 there were
five teams and the entire city was converted to
team policing.

The St. Petersburg Public Satety Agency is
young and well-educated (with 71 percent of the
officers having some college education). The first
Public Satety Team had the tollowing characteris-
tics:
® 6 years of service (average)
® 32 ycars old (average)
® 52 percent with some college education.

The city's population is about 270,000 and the
police force has 15 licutenants, 40 sergeants und
310 ofticers (134 assigned to patrol).

Much of the reported success with the project
seems to come trom:
® Non-aggressive, service-oriented policies
® The team commander's skill in dealing with

the community.

Management by Objectives

A major innovation which deserves special
mention is the use of Management by Objectives
in conjunction with team policing. Management
by Objectives requires a team to come to agree-
ment on broad goals and specific objectives and to
plan programs to meet those objectives. It gives
the teams, the department and the community
measures by which to judge the performance of
the team and increases the team's awareness of its
purpuse and accountability. It also provides the
basis for team commanders and sergeants to build
a budget for the team—another important re-
sponsibility that has been delegated to the teams.

The first team established its objectives about
three monchs after implementation. Input from
otticers was vowuntary, with about 50 percent
submitting suggestions. The general goals were:
e To provide a sate environment for citizens
e To imj.rove interpersonal communication and

understanding between the team and citizens

in order to strengthen support tor law entorce-
ment

29
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o To demonstrate adequate manpower availabil-
iy
o To establish and develop generalists and selt-

SUPCEVISOrS.

Each general goal was broken down into spe-
citic objectives such as reduce seecet ceimes by
25 percent no later chan March 15, 19737 or
“insure that one-halt ot all wu-duty personnel are
avatlable tor calls by no later chan April 10,
19=2."

Programs were then designed to meet cach of
these objectives. For example, community educa-
tion, intensive maobile and walking pacrols and
increased apprehension programs were designed
to reduce street crime. To meet the manpower
avatlability objective, roll-call and read-oft proce-
dures were eliminated, men stayed in service
until cheir replacements reported, and all men
were given walkie-talkies so they would be avail-
abile tor calls.

The objectives and programs alleveed the team
to develop pertormance indicators sach as those
liseed here:

o Manpower availability: number of ream mem-
bers available for service at a givea time

o Generalists: number ot cases completed by
team members

o Community-police understanding: number of

complaints and commendations by citizens.

Fach new team establishes goals, objectives
and programs in training sessions prior to imple-
meneation,

Management by Objectives appears to comple-
ment the team concept.

Planning

Planning tor the team policing project took
place over & nine-month period prier to imple-
mentation of che tiest Public Sateey Team on
April 9, 1972, The tirst six months of planning
were primarily devored to the development ot a
Federal grant application and determining man-
power and equipment needs. The tiest ceam com-
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mander was selected in January 1972, Initial
planning was done mainly by the Director of the
Plunning and Development Division. Final plan-
ning (the seleceion of ottficers, preparation for
implementation, coordinacion with other depart.
mental unies, cec.) rested primarily with the team
commander and a statt of ewo detectives and one
pacrolman who were brought in to assist him,
The team commander visited ocher team policing
projects (Syracuse, Dayton) to get information for
implementing the projece. In addition, he met
with leaders of the community and explained the
program in depth.

Although there was initial resistance from
some militant leaders in the black community
who felt they were ““always being experimented
with” or saw the experiment as “ass kickers com-
ing in,” these actitudes changed after discussions
with the team commander and implementation of
the program.

Ecaluation

The initial project funded by LEAA was de-
signed as an experiment to test the success of
team policing. Both comparison (no change in
police practices) and experimental areas were des-
ignated for the evaluation. Surveys of community
ateitudes were conducted before and after imple-
mentation of team policing. In addition, clear-
ance rates. a police actitude survey (administered
Juring and at the end of the project year), re-
ported crime, and calls for service are being used.

Managemene by Objectives was introduced
into the team in July 1972. The specitic crime-
control ubjectives developed by the team for
achievement by March 15, 1973, were to:
® Reduce street crimes by 25 percent
® Reduce business burglaries by 25 percent
® Reduce residential burglaries by 20 percent
® Increase narcotic-activity suppression by 63

percent
o Increase clearance rates by 10 percent.

Success in achieving these objectives will also
be evaluated at the end of the program year.

10



The evaluation will be pertormed by the de-
partment’s Planning and Development statt.

Site Selection

The area chosen tor the project has the highest
crime rate in the city, has a high proportion of
the calls for service, and has approximately 26,-
000 residents—99 percent black and one percent
white. [t is described as a "ghetto™ area by the
deparement and has a median income of about
25.000, high unemployment and substandard
housing.

This area was selected because it was tele it
would provide the most stringent test for the
team policing concept.

Organization

Team organization is similar to the reccommen-
dations made in this report. The original proposal
called for the assignment of 24 officers com-
manded by one sergeant, but the department
decided that a licutenant would be a more appro-
priate commander. After implementation, three
sergeants were added to the team to assist the
commander in administration and supervision.

The size of the team was set at a level which
would permit ofticers to spend only one-third of
their time on service calls.

Detectives

Three detectives (there is no difference in rank
ketween detectives and patrolmen in St. Peters-
burg) were assigned as part of the 24-man tcam.
However, the detectives had the same tasks as all
team patrolmen, including patrol. They assisted
the other officers in investigations and, on an
informal basis, trained them in investigative
skills. (Due to a change in policy—limiting the
types of investigation performed by team mem-
hers—no  detectives will be assigned to new
teams.)

11

Role of the Team Commander

The team commander has 2-4-hour responsibil-
ity for his team area. He has responsibilicy for
meeting the objectives set by the team and has
complete authority to schedule and deploy his
men as he sees fit. He can call on other units in
the department (rrattic, central investigation,
narcotics, special operational services, air patrol,
etc.). He has primary responsibility for commu-
nity relacions. He has authority to try any new
programs he wishes. He establishes his own work
schedule. In addition, the team commuander is
responsible for constructing a budget for equip-
ment and expenses.

Role of Team Sergeant

Team sergeants are primarily administracors
and educators. They are responsible for keeping
payroll information, compiling statistical data,
providing inforrnation to team members, assur-
ing that equipment is available, and checking
reports (or complaints, investigations) for accu-
racy and completeness. They are also responsible
for assisting the team commander in scheduling
and in constructing the budget. Supervision of
team members is primarily through report review
and field instruction when needed. Although the
team commander may observe patrolmen in the
field, he is nct supposed to take a direct supervi-
sory role unless needed. He should be available to
give advice when it is required by members. In
addition, he should set a good example for his
officers ro follow.

Role of Team Member

Patrol officers are expected to remain in their
arca unless dispatched to an emergency call. They
are expected to leave their vehicles (each paerol-
man has a portable radio assigned to him) and
establish contace with people in their area. They
are expected to work without supervision except
when needed.
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Inieially, team members were given responsi-
bility tor handling all investigations. That policy
has been revised because 1t was tound to be too
time-consuming and certain crimes seemed to be
more etticiently handled centrally because of the
specialized skills required tor their investigation.,
At the preseat tume, ofticers are responsible for
investigating crimes other than homicide, rape,
robbery, torgery ana auto cheft. Under chis re-
vised plan, no detectives are assigned to teams.
For the tive crime categories delegaced o detec-
tives, ofticers are still responsible tor a thorough
preliminary investigation as they always have
been. They also have the authority o call lab
technicans mro a case. They can close a case in

these categories it they can do so in the course of

therr preliminary investigations.

Detectives are notitied of arrests by phone and
receive a copy ot the preliminary investigation
report (detectives work ewo shifes, day and nighe,
tn St. Petersbarg). In some cases closed by patrol-
men, detectives may get permission from detense
ateorneys to interrogate the suspect to develop
links with other crimes and modus operandi. The
intelligence unic may also teed information it
gathers trom its informants to the teams.

Other Team Personnel

Each team will have a civilian secretary. The
duties of the secretary include making vicrim
cards, summarizing offense reports, typing as-
signmenc records and court logs, tiling, and dis-
tributing infurmation to the team. Afrer all
teams have been tormed, cach team will receive
one patrol otteer from the Community Relations
Division. These officers will be regular team
members and do community relations work. in-
cluding the truming of other team members in
community relations,

Use of Other Pulice Units

The team commuander has the authoriey to call
on other department unies as needs dictate. The
units avariable are the tollowing:
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® Criminal. Investigation Division—can be
called tor special assistance in training, special
investigations in the team area, or informa-
tion,

® Training Division—can be called for special
training needs.

® Traftic Division—this statt of 1 ofticers is
assigned during peak accident hours to answer
accident calls and set up radar checks. They are
dispatched by central communications and
handle about 50 percent of all accidents. They
could be called upon by the team to handle
special accident problems. At some point in
the tuture, they may be assigned to the teams.

® Special Operational Services Unit— originally
a ten-officer task force to handle demonstra-
tions, ete.. they now are used for special proj-
eces (stakeouts, special patrol, ete.) and can be
used by the team,

® Undercover Narcotics Squad—works  inde-
pendently of team to maintain dnonymity.

® Helicopter Squad and K-9 Corps—can he
called on by teamn commander in special cases.

Program Coordination

The initial proposal established a policy board
consisting ot the heads of police operations, pa-
trol, criminal investigation and planning divi-
sions. However, the board did not work our
because of personality ditterences (several mem-
bers were older traditionalises) and difficulties in
scheduling meetings.

Coordination and monitoring scem to be done
on an intormal basis through the Patrol Chicf
(who is the direct supervisor of the team com-
manders), the Public Satery Administracor and
the Planning and Development Division.

The team commander is responsible tor sub-
mitting monthly statistical repores on reported
crime (by day of week), dearance rates and crime
compurisons to the previoas month. Other analy-
ses of crime, including @ comparison with the
control group, are prepared by the Planning and
Development Division.
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Quarterly reports on the team experiment have
been prepared by the Direcror. They include a
narrative description ot the experiment, new pro-
grams, promotions, data on clearance rates, et

Wirh the expansion of the team concept to tive
teams for the entire city, inter-team coordination
will be mantained through meetings of the team
commanders and sergeants. Each sergeant will
have at least one special crime aategory for analy-
sis, and sergeants trom ditferent reams may get
together to discuss their assigoed crime cacegory.

Since the deparement s going ciey-wide with
the team policing concept. it is making an cttore
not to introduce programs chat would contlice
with the concept.

Dispateh

In an cttort to maintain the geographic mteg-
rity of the team (this does not seem to bea nuajor
problem in St. Petersburg, calls tor service are
divided into three types: emergency (crimes in
progress or health emergencics), prioriey (crimes
recently commiteed, trattic accidents, cte.—
could be held S to 10 minuees) and general (past
crimes, non-ceime complainess—could be held up
toan hour). General calls are answered only when
two cars are available tor serice so that one car will
still be available tor prioriey or emergency calls,
The citizen 1s given an approximite time he will
have to wait tor seevice. I all caes are in service
and a prioriey call comes in, the nexe closest non-
CCLIn GIr is sent,

An imiporrant tactor i maintaiming the geo-
graphical mecgrity of the team s that communi-
Cations supervisors (sergeants) also participated
tn i one-day truning program given by the tiese
tearn comnunder. [naddinion, the Deparement
muakes an ettore to screen calls and handle as many
as possible by phone or by reterring them to other
agencies. 1t was estmated that abour 6,000 of
100,000 calls were handled by phone in 1972,

Personnel Allocation

The stze of the seeond team was determimed by
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the relative number of officers previously needed to
man the area (based on calls for service). Firse, the
total minutes consumed on calls for service in a
six-month petiod was calculated. This was di-
vided by 60 to give total hours consumed. This
figure was multiplied by three so that no more
than one-third of a man's patrol time is consumed
in calls for service. The resule was divided by the
total number of days in the six-month period
times cight hours to yield the number of tull-
time assignments necded in che arca. This figure
was then multiplied by the assignment availabil-
ity factor (1.75) to yield the number of men
needed for the team area. The assignment availa-
bility factor represents the number of otticers who
must be assigned to 2 team so chae chere will be
one person available for duty on a particular shift
(after holidays, furloughs. sick leave and court
time are counted).

Reallocating Personnel Based on Need

With the expansion of the team concept to five
ceams for the entire city, team size was deter-
mined by dividing the total pacrol force of 134
based on the arerage assignment distribucion
which would be indicated if each of the following
methods were used:

e Muasured manpower utilization (based on re-
corded time per call)

e Average manpower utilization (based on 58

minutes per call)

Present allocation

Percentage of calls for the city

e Percentage of puioriry calls tor the dity.

Increasing Effective Manpuwer

St. Petersburg is planning to use a program in
one team in which a pair of cadets is assigned toa
radio car in the day or carly eveming to handle
non-dangerous service calls (e .. prank. BB gun
violation. animal complaines and 11 other cate-
gories). I the program were implemented tull-
time throughour the ciey, 21 percent of all calls
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tor service and 11 percent of the manhours con-
sumed could be handled by cadees. The program
will begin with the wsignment of « pair of cadets
to one team. Cadets will have the opportunity tor
carly “street work™ and sworn officers will be
treed to spend more time on emergency calls,
investigations and preventive patrol.

Another effective way to increase manpower is
4 no-report system in which certain low priority
calls do not require the patrol officer to make a
report. In the past a// calls handled by the police
required extensive reports,

Race

Since tiw firse team area was 99 percent black,
an cftore was made to encourage black officers to
volunteer tor the team. As a resule, five black
otticers were assigned.

Personnel Policies

Selection of team pervannel. The selection of patrol
otticers tor the first team was done on a volunteer
basis. Over 10 men volunteered for the first team
and the team was picked by che team commander
based on interviews and the following criteria:
® Initiative and acceptince of team concept
® Desire to handle and complete investigations
® Ability to deal with the public
® Ability to decide tor oneself without supervi-

ston
® Willingness to purticipate in commanity rela-

tIons Programs.

When new teams were added, members on the
original team were given the opportunity to
transter to them. However, there were few new
volunteers to work in the original team area.
Theretore, a procedure was established requiring
that any otticer who wanted to become a deesctive
or transter to another area had to work in the
original team area tor 4 period of nine months,
thus creating an incentive for men to work in that
ared.

In addiion, otticers who indicated a preference
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tor a particula: area were given the oppurtunity to
work there whenever possible. Seniority and abil-
ity rankings also were used as criteria for making
assignments. Ability rankings were used so thae
no team would be stacked with “good” or “bad"
officers. All officers were given a rank of A, B or
Cand cach team received a similar distribution of
officers.

Selection of tewm commanders. Team commanders
were selected by the police administracor for their
ability to operate under the new concept. Since
different neighborhoods required different ap-
proaches, an ctfore was made to match the skills
of the team commanders with their assigned
neighborhoods. Similarly, team sergeants were
selected for their ability to work under the team
concept.

Evaluation of officers. A standard form is now
being used to evaluate patrol officers. Team coms-
manders and sergeants evaluating the officers will
base their judgments on whether the patrol otti-
cers are fulfilling the role outlined under the team
concept; i.e., are they assu.ning initiative, are
they handling investigations effectively, are they
interacting with the community, etc.

Cost and Funding

An LEAA grant was obtained under the Police
Involvement Program (Program 2, New Opera-
tional Methods) for $86.000 tor a 12-month
period.

The $R6,000 includat the following care-

ROLIUS:

Interviewers tor community actitude sapvey $ 5.500
Travel to ather team policing projeces by ream

wmmander SO0
Snub-nose pistols that could be worn with

blazer 120) 1.800
Biazers and trousers (240 200
Portable radios (81,100 cach) one tor cach

team member) 28,000
Nine vehuddes (patrol cars) 2100
Three sconters 6O
Ottice equipment and supplies, et 2,500
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New vehicles were purchased so that the team
could have one car tor cach officer who mighe be
on duty at any one time. As it turned out, the
cars were not delivered until January 1973 and
the team used five cars borrowed from other parts
of the department, supplemented by unmarked
cars when they were available, The unavailabiliey
of cars sometimes resulted in the unplanned use
of two-man cars.

A:l team cars were a difterent color (white)
from other department cars and were marked
“Public Safety Team.”

Ovientation and Training

Two weeks before the first team was imple-
mented an eight-hour training program was con-
ducted for all tcam members. The team com-
mander and other police personnel were the prin-
cipal trainers. The training ¢mphasized the fol-
lowing areas: goals of the program, confrontation
and stress management, black history and com-
munity attitudes, investigations, and visits to
business establishments in the team arca. Discus-
sions with community leaders and youth were
also included in the program. An evaluation of
the first training session indicated that the otfi-
cers felt that discussions with the youth were by
far the most significant part of the training.

Training sessions for subsequent teams were
conducted by the first team commander and other
personnel. New team commuanders and sergeants
also participated in the training. (The participa-
tion of the team commanders was viewed as
valuable in establishing team rapport.) The pro-
gram was reduced to 40 hours and more emphasis
was placed on Management by Objectives and on
developing specitic procedures tor cach team.

In-service training for each team is conducted
by the team communder, his sergeants or other
departmental personnel when the need arises. All
patrol otticers are permiteed to adjust their work
schedules so they can attend school.

Program Coordination

Since the deparement is relatively small, and
the administration fully supports team policing,
no significant problems have occurred in coordi-
nating other departmental programs or units
with the team. One minor problem in team
coordination grew out of the sergeant’s new roles
as administrator and counsclor to the officers.
Sergeants had dithiculey relinguishing cheir tradi-
tional supervisory roles and letting the officers act
on their own initiative. The team commander
dealt with this problem primarily by reinforcing
and training the sergeants in their role.

Crime Control and Police Services

The team maintains its own system for record-
ing crime statistics Pin maps are used to detect
geographic crime patterns within the team area.
Records of crime by day of week and hour of day
and comparisons of crime this year and last, help
the team to detect time crime patterns’ and to
allocate officers.

The first team commander noted that during
the first five months of team operation he fre-
quently had to re-schedule his officers. Since that
time, however, he has used the same basic sched-
ule. More officers are scheduled on Friday and
Saturday since the workload is heaviest on those
days. In addition, the 3 p.m. to 11 p.m. shift has
more officers than the other shifts. One sergeant
is assigned to cach shift, but he does not have
responsibility for supervising or evaluating a
given set of otticers.

Officers are assigned to one-man cars with the
exception of the toot patrol post. Because of the
concentration of pedestrians 1n the commercial
district, tour patrol officers are assigned to that
arca on foot. The officers work steady tours and
have regular days ot

Investigations are generally initiated by the
ofticers on the basis of crime reports, although
both the team commander and team members
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may initiate investigations based on informants’
LIPS Or Crime patterns.

The team commander has the authority to call
on any other unit to assist him in his area. Units
such as Central Intelligence notify the team
commander betore they set up stakeouts in his
area. Only che Narcoties Unit operates without
informing the team.

Team Leadership and Communication

Team meetings to discuss problems, projects,
gripes, et are held on a monehly basis. Other
informal meetings are held by the team comn-
mander and sergeants to communicate informa-
tion and deal with supervisory problems.

There are no formal roll calls. Pacrol ofticers
leaving duty have a verbal exchange with the next
shift of patrol otticers in order to pass on informa-
tion about current investigations and conditions
in the area. (A patrol otticer can work overtime to
tollow-up a4 "hot” lead; otherwise, information is
passed on to another officer.) Since officers are
required to stay in the tield until they are re-
lieved, there is strong peer pressure for the offi-
cers to be punctual.

When each officer reports for duty, a copy of a
daily bulletin is distributed. The bulletin con-
tains a detailed lise of crimes reported during the
previous day. (The list is prepared centrally and,
at present, includes intormation for all areas of
the city.) Also included are descriptions of possi-
ble suspects, locations a1l times of crimes, and
local crime trends. A weel ly consolidation of the
bulletins s later prepared and distributed to all
otficers. The Crime Investigation Unie may also
prepare bulletins on cremwe patterns, mods oper-
andr, ere., based on arivne analysis and informa-
tion tfrom nformants.

Corrupraun. Corrupt:on is not viewed as a
problem by the departiment, even though direce
superviston has been decreased.

Incentites. Incentives tor team members come
primanly trom their increased job responsibility,
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investigation responsibilities and participation in
designing the projece. The objectives set by the
team for crime reduction, clearance rates, etc.,
also mortivate the officers, who are evaluated on
their contribution to meeting team objectives.
The addition of new teams has also created a
spirit of competition between teams and should
lead to increased motivacion,

Citizen Cooperation

Formal citizen involvement in the team opera-
tion has been difficult to maintain. Although the
team commander holds regular meetings
(monthly or bi-monthly) with community busi-
nessmen, their involvement in the project is lim-
ited. When their initial approval for the project
was sought, the businessmen made some sugges-
tions for taking a non-aggressive police stance.
Since that time their principal interest seems to
be supporting community relations projects such
as the softball league. The first team commander
mentioned the difficulty involved in getting this
group of men together on a regular busis,

Although there were supposed to be monchly
police-community mectings, they have not
worked out. This is reportedly because the meet-
ing place (central headquarters) is not in the
comn-u.aity and people have to come to meet the
police. Plans are being made to rent a trailer that
will be placed in the heart of the team area to
serve as a team headquarters and community
meeting place. In the absence of formal mectings,
the team commander speaks to church groups and
other community groups in order to enlist sup-
pert.

From the beginning, the first team com-
mander made a special effort to meet with both
supportive and antagonistic members of the com-
munity. The most powerful antagonists were
dealt with frankly and asked to watch what hap-
pened. Initial criticism and antagonism from rwo
such leaders has turned to strong support for the
team. This personal contact by the team com-
mander seems to have been mose effective.
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Several tuccors were cited as being important in
developing cooperation (or at least reducing an-
tagonism) with the community. Firse, the team
adopted a non-aggressive patrol scance. This pol-
icy appeared to grow mainly out of the team
commander’s and police administrator’s general
policing philosophy. The ofticers were asked not
to carry nighe sticks or mace, not to wear hats
(less aggressive appearance) and not to use force
unless absolutely necessary. Officers were asked
to try to help people and to tind alternatives for
jail (like driving a drunk home rather than put-
ting him in jail). This philosophy was reinforced
with conflice and stress-management training,
prior to implementation.

Second, the teams have tried to introduce
themselves to the community and to get to know
the citizens. As part of the training program, the
men contacted all businesses in the arca and had
rap sessions with youth. The rap sessions are now
an on-going city-wide practice with patrol offi-
cers going to schools to talk to small groups of
students. All teams are holding ““meet your police
officer” groups at church organizations (in the
black areas the church is the primary vehicle for
meeting the public) and at neighborhood and
civic organizations. At these meetings a police
officer in civilian clothes tells the people about
his personal life (hobbies, family, etc.) in an
effort to help the community see him as a person,
not just a cop.

Third, the first team was given distinctive cars
and uniforms and a blazer outfit which could be
worn for investigative or community relations
work. These special uniforms seemed to help
estublish the feeling in the community that
“these are our police—they're special.” The same
uniforms and blazers will be used by all teams 1n
the future, so that their effece may be reduced.
The blazer should still contribute to a positive
police 1image.

Effores o enlist citizen support in the form of
volunteer auxiliaries have not been successtul. A
Neighborhood Assistance Orzanization was de-
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signed o enlist and crain citizens (primarily
youth uver 14 years) in police work and to involve
them in a “Ride-Along Program,” ¢rime preven-
tion projects, youth projects, and environmental
and educational projects. The effort secems to have
failed because recruitmene was not pushed and
the program was conducted outside of the team
area.

Other comraunity relations projects include
operation “Cool-it” (water sprinklers) and a soft-
ball league for boys 14 to 17.

Plans are underway in the firse team to imple-
ment a Community Involvement Commiteee.
Five representatives of the community, chosen by
the team commander, will meet with him
monthly. They will serve as an advisory board
and help with organizing mectings, recruitment,
community relations projects and goal seteing for
the team,

The team is also planning a crime prevention
survey of residents that is designed to cut bur-
glaries by increasing citizen knowledge of good
security and enlisting help in reporting suspi-
Cious persouns.

Referrals. Referrals are handled much as they
always have been. Officers try to refer alcoholics,
the mentally discurbed and other residents to
helpful agencies (e.g. family services, city agen-
cies). The team has also distributed pamphlets
listing names and phone numbers of service and
city agencies.

Complaints, Complaints from citizens concern-
ing conditions, police service, etc., are recorded
and the complainicnt subsequently is contacted
again and told the response that the complaint
received.

Other Agencies

The team Joes use other city agencies to help it
clean up litcer in the area or close down trouble
spots that violate city health or building codes.
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Political Acceptance

A measure of acceptance of the team policing
program is the stance taken by local political
candidates. In their published statetnents (51,
Petersbury Times, March 14, 1973), une mayora!
candidate and one candidate for city council en-
dorsed the team policing concept. Three other
candidates took strong pro-police siances, indi-

‘ting support tor more police, higher salaries
and more walking patrols. The only other candi-
date took no position on the police.

Film Available

A half-hour color film which presents the St.
Petersburg neighborhood team policing program
may be requested from the Public Safety Admin-
istrator of St. Petersburg.

CINCINNATI

Cincinnati, Ohio has a total population of
about 500,000 people and an area of approxi-
mately 78 square miles. The Cincinnati team
policing project, ComSec (Community Sector
Team Policing Plan) was implemented on March
4, 1973. ComSec is an experime-ital, $1.9 mil-
lion program funded by the Police Foundation.
ComSec was implemented in District One, a
3.71 square mile area with a resident population
of about 35,000; a daily total of 225,000 shop-
pers, tourists, and non-resident workers; and
about 25 percent of the reported crime in the
ciy.

In addition to the crime problem, District One
was also attractive as an experimental area because
of the diversity of the neighborhcods within it.
The District is divided into six areas, whose
boundaries conform to neighborhoods as per-
ceived by the residents. They include a predomi-
nately black, high crime, poverty-ridden, mixed
residential and business area; a predominately
white middle class residential area; a racially
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mixed (Black and Appalachian White), high
crime, poverty area; and the city's central busi-
ness district. Experience with tam policing i
these areas, which reflece che diversity of the city
as a whole, might indicate how successful an
expansion of team policing would be.

Previous Team Policing Experience

The present ComSec experiment grew out of
previous experi....e with a team policing project
based on the Los Angeles Basic Car Plan. That
plan was found to have several operational prob-
lems: an ill-defined supervisory structure leading
to lack of supervision, inability to keef: officers
from being sent out of their assigned sectors,
litle contace with citizens (use of foot patrol or
parking and talking limited) and litcle evidence
that police officers ware gererating non-law en-
forcement contacts. To find solucions for these
problems, the department applied for a plannin,
grant from the Police Foundation,

Funding

In October 1971 a planning grant for several
projects was approved by the Police Foundation.
The grant designated over $500,000 fcr planning
the overall ComSec design in a nine-month pe-
riod. The budget included money for one full-
time civilian (with community organization,
communications, and social psychology skills);
two lieutenants with patrol skills; consultants;
and two sub-tasks—designing a records, report-
ing, information dissemination and collection
system for ComSec and an analysis of dispatck,
deployment, siacking and call-screening alterna-
tives. Money was also granted at that time for an
evaluation of ComSec by an outside evaluator
(about $190,000), citizen and officer surveys
($180,000) and the development of ComSec-re-
lated supervisory training models ($27,000). An
action grant for $1.9 million was received from
the Police Foundation in July 1972.



Planning

Perhaps the most unique feature of ComSec
was its comprehensive planning program. The
planning process tor ComSec can be discussed in
three phases, taking place over more than two
yCuld.

The tirst phase of planning involved a scries of
conferences (overnight retieats) with. participa-
tion from u// levels of the departmeit. The object
of the conferences was to get the perceptions of
deparement personnel regarding current police
services and wha could be done to improve ser-
vice. Based on thiz information the planning
bureau (again involviag other perscanel) devel-
oped a proposal for a planping grant. This phase
of planning took appro.cimately six months and
led to the award of a planning grant in October
1971.

The second phase of planning took approxi-
mately nine months and focused on developing an
action grant proposal tor Comdee and reliied
projects. Tnis phase also involved representatives
of various bureaus and levels of rank. Tt culmi-
nated with the award of an action grant in July
1972.

The proposal outlined the basic theory and
concepts underlying ComSec and ses out basic
impact goals and objectives. The final phase ot
planning invsived studymg manpower alloca-
don, selecring officers, ete., and developing op-
eration guidelines for ComSec. A planning task
force was to draw up these guidelines

Planning Task Force. The planning included
reviewing ali phases of ComSec ructure and
operations. In November 1972w < torce con-
sisting of three team leaders licutenants), siX
wsistant team leaders and six team members
began a tull-time four-month review ot all phises
of ComSer. (A total of 22 ofticers were involved
i the task torce. 15 at any one time.) This
innovative approach brought together all ranks of
the police who would benvolved in the: project.
They were given the task of implementing the

concepts outlined in the action grant proposals by
ignoring existing department or environmental
constraints and writing concrete operational
guidelines from their experienve and from infor-
mation they would gather from the community,
other policemen and other city or social service
agencies. Once they had written their f'rst ver-
sion of the operational ruidelines, consideration
would be given to existing constraints. Although
the task force had some difficult, starting from
scratch, they were encouraged by the planning
staff to define for themselves their goals and
guidelines.

During a four-month period, the task force
members attended community meetings, spoke
informally to patrol officers throughout the De-
partment, met with Department bureau heads,
called in specialists for consultation, and visited
social service agencies to get information for con-
structing the guidelines. After guidelines were
written, they were sent to the program director
and other relevant personnel tor review. The end
_roduct of the task force was an extensive, de-
tailed set of guidelines developed by members of
the department and given widespread support by
the officers. The task force output was compre-
hensive, establishing operational guidelines in
the following areas:

Proposal to change sector boundaries

Impact goals and policy statements

Linpact goal guidelines

Administrative reports

Methods available for deployment of personnel
Sratis:ical data necessary for efficient operation
E-change of information between team mem-
bers utilizing the sector car Jaily information

sheet
Specialized training for ComSee members
e Dutics and :esponsibilities of:

—Team leader

—Assistaat team leader

—Acting team leader

—Team members

—Team investigator
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-=Districe duey officer
—-Districe deskmen
- =Chier collator
—Collator
® Citizen involvement
® Proposal tor cmergency  radio transmission,
.eyosetor search
o Investigative duties
e Equipment:
-=Fingcrprine kit
w=Narcotic detection kit
—Cameras
= Trace metal derection technique
—Tape recorders and dictating machines
~—Radar units
® Reterral of persons to outsiue agencics:
- =Procedure
—Cuontrol
® Disaiplinary procedures

Citizen complaints

Collizors” duties (as recommended by the col-
lators)

Lincup torm

Court notity system
SCCTOr coverage

Request to leave sector
Parking of police vehicles
Vacation schedule
Outside paid details
Pertormance evaluation
Citizen contacts

Communications sector operations.

Organization

Each reamn oy headed by o licutenant (team
leadery and threc sergeants (assisrant team lead -
ers). The Districe Commander s responsible tor
coordinating the reams and tor the overall fune-
Goming ot the Districe. Team leaders are given
preathy ancreased exbility, enibling them: o
deplovand unilize personnel based on crime con-
drerons and service needs, o improve patrol and
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investigative methods, and to establish a working
relationship with the community.

Teams will provide «// police services in their
area exeept homiade investigations. Regularly
scheduled team mectings will be held to encour-
age team member Darticipation in decision mak-
g, traming the members and provlem solving.

Officer's Role

Team members have an expunded generalist
role. including: complete investigation of all
crimes except. homicide, closing cases (cubject tc
review) when leads are not present,® making
referrals to social agencies when appropriate
(without prior permission of supervisors), serving
as team leaders in the absence of the lieutenant or
sergeants, helping to make policies for the team,
enforcing laws or making referrals regarding con-
dicions affecting the appearance, safety or health
of the community, and maiking recommendations
for training of team members.

Team mermnbers are also expected to perform
st wcal citizen-contace crime prevention activities
through formal contacts (such as security checks,
complaint investigation, monthly police-~om-
munity mectings and attendance at mectings of
community organizations) and informal contacts
(parking and talking to people, handing out
meering notices).

Community Sertice Assistants

The teams also include Police Community Ser-
vice Assistants (funded in cooperation with
Model Cities). Youth from the community re-
ceve traning in basic police skills. Their duties
include nandling reports on minor incidents.
serving subpoenas, investigating complaints, us-
sisting: with clerical duties, directing eraffic ae
accidents and special events, locating stolen au-

Covvs Pt o e buels v estidabion for y asts reopened upon review
LIRS caprettenert webl beopeereed e one ot the tearn speciahinty tinves.

L) PO TN N
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tos, maintaining liaison with community groups,
and assisting in recruiting. Their primary objec-
tive is to promote beteer communication and
service to the community, especially youth. Their

work is also expected o relieve patrolmen of

many routine time-consuming tasks.

Collators

The District also has six collators (not assigned
to teains) whose task is to review, coordinate and
disseminate information and da- - relevant to et-

fective team operation. This includes review: of

external information and liaison with other units.
(This position was not clearly detined as of March
4. 1973, but will be defined based on the needs
of the District during the first months of opera-
tion.)

Coordination

The District Captain is responsible for coordi-
nating tle teams. He meets on a regular basis
with te. 11 leaders and assistant team icoders. He
~lso conducts regularly scheduled mectings wich
representatives of each team’s non-supervisory
personnel. All meetings encourage the officers to
ventilate their feclings and raise problems. Re-
sponsibility for District-wide supervision is
shared by the teams on a rotating basis.

Supervision

The team leader is responsible for overall team
supervision and coordination with other teams.
The assistant team leaders are responsible for
deployment and field supervision of the men and
any other duties delegated to them by the team
leader.

Training

All supervisors in the department received
truning in management of change™ trom Uni-
versity of Cinannati. Ali ComSee personnel re-
ceved 40 hours ot traming trom Xavier Univer-

sity staff (using mall group sessions, role-playing
and other innovative techniques) in the arcas of
ComSec objectives, team building, community
agencies, and technical eraining (crime scene
search. etc.). Recruits are also going through the
ComSec training « 7 though they may not be
assigned to ComSec immediacely.

In-service training will be done on a team and
individual basis and will be coordinated by two
“learning managers.” Two kinds of in-service
training will take place: (1) where needed, tech-
nical training (crime scene search, handling evi-
dence, cte.) will be given by department person-
nel who are expert in the field, and (2) “critical
incidents.” training, focusing on calls, arrests,
investigations, ctc., where there is a high poten-
tial value for training because of the outstanding
way the incident was handled (excellendy or
pourly) or the uniqueness of the incident. The
learning managers will assist the team leider in
preparing training sessions based on “cricical in-
cidents.” These sessions will take place as soon as
possible after the incident takes place.

Personnel Allocation

Personnel needs for ComSee were determined
tfrom the previous manpower requirements (in-
cluding all personnel who worked in Districe One
whether they were assigned there or not) and the
additional requirements related to the increased
community relations responsibilitics assigned to
the teams. A “need” formala was used to assare
that only 35 percent of an ofticer’s time would be
consumed by service calls.

The number ot ofticers was increased (partly by
reassigning officers from special anits which pre-
viously gave part of their effore to the arca) by
about 82 percent to a total complement of 223 tor
all six teams. The Districe statt includes a cap-
tain. i sergeant (admimiserative assistant), @ licu-
tenant (execative ofticer-chiet collaton), five colla-
tors (including one sworn officer) and 11 clencal
officers. The six teams receved personnel on the
basis of thewr workload. Each has o Licutenant,
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three or four sergeants, and from 11 to 47 officers
plus one to five investigators and up o four
COMMUNILY  service assistants (two teams have
none).

‘Disp(llt‘b

Dispacching is done by a special Diserice |
dispatch unit. Calls are defined as “urgent,” ex-
pedite,” and “routine.” Urgent calls receive im-
mediate response. Expedite calls are handled im-
mediately it aseetor car is available and held for a
maximum of four minutes if no car is available.
At the end of four minutes, the team com mander
or assistant team leader is notified and he either
locates a sector car for the run, goes himself, or
requeses that an ouside unit be sent. Routine calls
are given an immediate response it a car is availa-
ble. Otherwise, they are held up to 15 minutes
and then referred o the team leader, using the
same procedure ased tor expedite calls.

Information Exchange

Intormation for deployment comes from sev-
eral sources: otfense, tratfic, arrest and field inter-
rogation reports, and radio run statistics. A daily
information sheet is used for patrolmen to record
information such as repeat runs, SUSpICIOUS per-
suns and other data not recorded on other official
reports. The sheet is relayed to the relieving crew
so that they are aware of what has been happening
in the sector. The informal roll call held prior to
cach reliet is used to communicate intormation.

A system has also been established tor record-
ing and tollowing-up on citizens’ complaints and
referrals to outside agencies (referrals are to be
made whenever possible and as an alternacive to
arrest).

Each team keeps a profile book for 1es area
containing current crime problems (spot maps,
mudus wperamdt), wanted suspects, problem loca-
tions, procedures (emergencies, agenda for
monthly citizen meetings, et0), referral agencies
and descriptions, miscellaneous information (on
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schools, tirchouses, etc.), additions and deletions
to the community pr - - and a guide to city
services. The folder i Jated regularly and is
available to all patros. .en,

Otticers also keep duily work sheets on which all
activiey is recorded. These sheets are reviewed by
sapervisors and intormation pertinent to the col-
lacors, profile book, or roll call is kept for two
years. A roll call sheee including crime for the
previous 24-hours, information on wanted per-
sons, auto larcenies and juvenile arrests, is also
used.

Crime analysis and planning is facilitated
through the use of weekly and monthly crime
analyses (patterns) and spot maps on serious
crimes (burglary, robbery, auto theft). In addi-
tion, collators maintain a picture file, a name file
and 4 modus operandi file and are responsible for
dissemination of crime information to the teams.

Evaluation

In addition to a major evaluation of police,
victim, resident and business attitudes by an
external evaluator, the Cincinnati Police Division
will examine crime, runs in and out of sector,
clearance rates and closure rates (effectiveness of
teamn meetings and training). A comparison of
the following three investigative models will also
be done: (1) the ComSec model in which the
teams are responsible for all investigations except
homicide and officers have full investigative re-
sponsibilities; (2) the centralized model in which
the Criminal Investigation Section is responsible
for investigating all crimes in che city (except in
Districes Tand 5) and investigators are specialists
(robbery, forgery, ete.); and (3) the Districe 5
Model (an intermediate level between the decen-
tralized ComSec model and the centrilized spe-
cialist model) in which investigators assigned to
the districe handle all cases—(except homicide)
working in two squads (crimes against person and )
crimes against properey) and officers are only
responsible for preliminary investigations.



Patrolmen Performance Evaluation

Quithity of work will be emphasized more than
quantity of work. The task torce recommended a
study to establish an ¢valuation that would in-
clude selt-control, relationships with.citizens and
fellow workers, enforcement contacts. protes-
sional bearing and disposition of problems,
among others. The basic rating torm previously
used (and governed by civil service) will be main-
tained, but criteria tor tilling out the form will be
based on quality of work and ComSec objectives.

Maintaining Comparison Areas

While it has been the firm intention of the
Cincinnati Police Division to maintain compari-
son arcas in which ComSec is not implemented,
some district cornmanders outside ot Districe |
are ateracted to some or all of the ComSec proce-
dures. It is not yet clear whether ComSec will
prove so popular that it will become difticule to
maintdin the comparison areis.

DETROIT

On April 1, 1970, the Beat Commander Sys-
tem was implemented as a pilot project in one
neighborhood in Detroit. By giving a team of
pulice officers, including a Beat Commander and
an Assistant Beat Comniander, responsibility for
police service in the area, the goad of the project
was to improve police-community relations and
crime control. The Beat Commander System was
disbanded after one commissioner lete and an-
other was appointed, but external evaluation in-
dicated that it had some advantages while 1t was
in operation.

The Beat Commander System had no more
continuing costs than existing police operations.
The only increased “costs™ were the adminisera-
tive problems involved in ettective implementa-
tion.

The area of the Beat Commander pilot project

consisted of two scout car territories in the Tenth
Precinct. They were two of the highest crime
areas in the city and had tor four years shown a
steady rise in their proportion of the Tench Pre-
cinct's crime. They were chosen partly because of
these ditficult crime problems and partly because
they retlected a representative mix of residential
and business areas. Approximately 12,000 people
lived within the area, practically all of whom
were black.

‘Team Organization

A sergeant was appointed as Bear Commander
and, subsequently, two additional sergeants were
assigned as assistant commanders. The team
commander selected 24 patrol officers from
among the volunteers from the Tenth Precinct.
At the tiwe, it was estimated that 18 percent of
the serious crimes in the Tenth Precinet occurred
in the Beat Command area. In all, 141 men were
assigned to scout cars and patrol wagons, so 24
represented less than a proportional assignment of
men according to crime rate. The smaller number
was chosen so that possible city-wide implemen-
tation of the program would not imply additional
manpower tor the department. Eighteen of the
otficers chosen were black, and six were white—a
greater percentage of black ofticers than in the
Tenth Precinet as a whole.

Supervision

In the original configuration, the Beat Com-
mander was to be the only full-time sergeant
working in the arca. When the Beat Commander
was on leave or oft duty, other platoon sergeants
were to supervise the Beat Command patrol otfi-
cers. The beat Commander was to have no pla-
toon duties. Paperwork began to be very time-
consuming tor the Beat Commander, and he had
lictle time tor on-the-street supervision of his
officers. An assistant Beat Commander was as-
signed full-time supervision of the patrol otficers
in the team. However, when both sergeants were
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assigned to the Beat Command, it often became
necessary tor them to pertorm platoon duties as
well because of the shortage of sergeants in the
Tenth Precinct. The extent to which they had to
supervise precince patrol otticers varied with the
number of sergeants assigned to the Tenth Pre-
cinct and the schedules. Later a chird sergeant
was assigned to the team.

Sergeants and officers maintained a closer,
more informal relationship than with normal op-
erations. The sergeants published several team
newsletters. Monthly team meetings were held.
With the relatively small team, the sergeants
were able to make assignments that fit the offi-
cers’ preferences, and they allowed some officers
to attend school regularly.

Deployment

Since one of the goals of the Beat Commander
project was to develop closer communication
with the people in the pilot area, the precinct
commander and the Beat Commander decided to
deploy some of the officers on foot. The beats
were walked in two business areas during the
high crime times, between 2 p.m. and 10 p.m.
The Beat officers were asked to stop in at the
business places and c¢xplain the project to the
businessmen. They were to make sure the busi-
nessmen knew they were readily :vailable and
would be walking the beats regularly.

The patrol officers always walked in pairs, and
one of the pair had a walkie-talkie so that he
could be in constant cont.zt with headquarters.
Later. scooters were assighed to the Beat Com-
mand team, and from then on, motor scooters
supplemented fect in covering rhe beats. Gener-
ally, the two teams of beat men would use two
motor scooters, eacn team walking for four hours
and riding for four hours. In this way, they were
able to respond to some runs, cover more territory
wiong the beat, and cover the side streets some of
the time.

The Beat Commander experimented with dif-
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ferent deployments of cars to cover the area most
etficiently. Basically, two cars were assigned to
the area on each shitt. Since the number of runs is
heaviest trom late atternoon to 2 a.m. aswing car
was generally assigned from 6 p.m. to 2 a.m.

Assignment of Detectives

A three-man detective team (still formally re-
sponsible to the precince’s detective-licutenant)
was assigned to the team. The three detectives
were assigned all the cases, and only the cases,
from the Beat Command area. If the workload
was exceptionally heavy, other precinct detectives
were permitted to take cases from the Beat Com-
mand area. If the caseload were light, the Beat
Command detectives could take some of the other
precinct cases.

Public Relations Contacts

In order to encourage hetter communication
between citizens and the patrol officers, sergeants
asked patrol officers to make public relations
contacts and to include the time in their work
logs. One kind of contact was brief visit. with
businessmen while the patrol officer was on duty.
The patrol officers in cars were encouraged to
park and go into stores and other places of busi-
ness to inform some of the local people about the
pilot program, to let them know to whom to go
for help, and simply to develop better acquaint-
ances with the people in the area. Patrol officers
also attended block club meetings and visited
schools during the school year. They remained
available for runs while making these contacts by
carrying a walkic-talkie ‘when they were out of
the car.

As another example of the officers’ interest in
establishing communication with the commu-
nity, they set up a softball game with the counse-
lors from a local home for delinquent boys, with
the boys in attendance. Officers also attended
special affairs in local churches. They developed
good relations with the men's groupa one of the
large local churches. Ofticers were also invited to
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events at schools, which they attended. Block
clubs otten asked them roareend thetr mectings.

Evaluation

Several kinds ot data were used by a group of
external evaluators in the evaluation ot the pilot
phase of the Bioac Commuander project. Police
records supplicd much ot the data. Other data
came from a questionnaire given to the patrolmen
involved in the projece and trom interviews con-
Jucted with theny,

Police records supplied  intormation on - re-
purted crime. average run times. number of sick
Jdays taken by patrolmen, and the disposition of
arrests. The rest of the Tenth Precinet was used as
4 comparison tor the Beat Command and these
vartables were monitored monthlv.

A patrol questionnaire dealing wich job satis-
faction. attitudes toward supervisors and the
community, perceptions of commuiity reactions
to the program. and questions about the patrol-
men's perceprion of the suceess ot the projece was
administered at the end ot the pilot project.

Results

A major problem with the Beat Commuander -

svitem came trom conflice between the Beat
Commander and other precinet personnel. Al-
though the Beat Commander was given authority
over the Beat area, subject to approval trom the
precinet commander, at times the precinet com-
mander changed the Beat Commander’s crders
without consultation or stopped his iniovative
projccts. Since hieutenants were not involved in
the pilot projects, there was 1 contlice beeween
the Beat Commuander (who, in some ways, had
more authoriey) and the hreutenants.

In the beginming of the program, there appears
to have been an increased use ot aggressive pattol.
However. as the program matured, 1o seems to
have resulted 1n betrer supervision, an ettective
working relacionship beeween detectives and pa-
trol officers. and better communication with the
community. Foot patrol and mtormal sereet con-
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tacts were encouraged. Team members—after an
initial period in which 35 percent of their runs
were out of their neighborhood—were retained in
the neighborhood on 85 to Y0 percent of their
runs and had ¢nough continuous contact to begin
to be recognized on the sereet.

VENICE

The Venice Division of the Los Angeles Police
Department began its experimene with team pol-
icing in “Team 28" 1n April 1972. The team area
covers three square miles of the Division and has a
nopulation of about 35,000.

Funding

The project was funded under the Crime Spe-
cific Program of the California Council on Crimi-
nal Justice with LEAA funds. The major pare of
the tunds were allocated to overtime pay for work
in the community. Of the 8260,000 grant,
$1:40,000 was for overtime pay, $40,000 for
personnel and 818,000 for equipment. Overtime
was limited to seven hours a week for each officer
and was to be used for door-to-door contact,
block club meetings and security inspections.

The area was selected for the experiment be-
cause it was representative geographically and
sociologically of many areas in Los Angeles. The
arca is 89 percent white, middle to low income,
with a mixture of business, industrial and resi-
dential arcas. Burglary is the principal ¢rime
which the team is trying to attack. Thus, Team
28 differs somewhat trom most of cthe other proj-
ccts deseribed here since the main objective is che
reduction of a specific crime and the area is not
marked by poverty, unemployment or serious
police-community antagonism.

Planning

Planning took place over a six-month period,
with the Licutenant-Commander beginning de-
velopment work in December 1971, tour months
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prior to implementation. During chat time, ex-
perimental and control arcas and team personnel
were seleceed, a team oftice was established nexe
to the Venice Division station, a community
center was organized, and ceam members received
special traming.

Training

Training tor the team ook place in February
1972 1na three-day seminar chat concentrated on
the team concept, management by objectives,
participative management, establishing deploy-
mene and waech (tours) hours, communiry in-
volvemene, jurisdictional and dispatching poli-
cies and patrol, eratfic and investigacive func-
tions. Every ofticer also received fingerprinting
training trom the Scientitic Investigation Unie
and instruccion in building sccuriey, locks. etc.,
trom deparement and outside experts.

Evaluation

An cvaluation of Team 28 will be based on
comparisons with the control area and will review
crime rates (burglary, robbery, theft from autos
and auto thetr), eratric accidents involving injury,
police atoicudes (using a standardized tese called
the Likere Scale) and communiey atcicudes, be-
tore. during and ufter the experiment.

Team Organization

Although the team s considered by some to be
an expansion of the Los Angeles Police Depare-
ment's Basic Car Plan, ie goes far beyond i, The
team was orginally a Basic Car reporeing districe
witha nine-man Basic Car Plan ccam. Under thae
Plan, the overlapping "X cars.” detectives, trattic
ofticers. accident investigators, and narcotic per-
sonnel were not assigned to the team. In the
expanded team concepe, Team 28, a licutenant
comnunds tour scrgeants, six detectives, 22 po-
lice ofticers, three trattic entorcement ofticers and
twoacardent myvestigaears. Inaddition, one civil-
an admimiseratve assistant and two clerk tvpises
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arc assigned to the team. This allocation repre-
senes about one-seventh of the Division's person-
nel.while the team area has about one-sixth of the
Division’s workload. The team members were
selected from volunteers in the Division bue they
were intended to be a representative cross-section
(base: ! on rating repores). Interestingly, the team
commander reports that under the team concept
several ofticers who ranked below average have
blossomed while other “superior™ officers have
not tunctioned effectively.

The team has 24-hour responsibiiity for the
area and the commander assumes all duties nor-
mally performed by the patrol and detective cap-
tains at the division level. He has wide latitude to
use his men and cquipment as he sees fic. No
operational help is provided by the Los Angeles
Police Department excepe for civil disorders or
crimes requiring special expertise (i.e., homicide,
worthless documents, etc.).

The team patrolmens’ duties have been ex-
panded to include handling ctraffic accidents.
Their accident reports are reviewed by one officer
and he “trains” the men when there is a need.
Although the patrol officers do not have responsi-
bility for investigations, they have been working
more closely with the detectives in the team.
Previously, after a preliminary investigation chey
might never sce the case again. Now they have
daily contact with the detectives and at times
assist the dcetective in an investigation or an
arrest. As they becoime more expert through this
intormal training (an investigator also meets with
the men as a group ac least once a week), they are
taking on more responsibility (e.g., they now
handle juvenile cases, interviewing che parents
and muking the court referral).,

D:spatch

Dispacching of team cars out of the team area is
not a serious problem in Team 28 (onty about 6
pereent ot radio runs are out of the team area).
Calls are screened by the central communications
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staft and low prioriey calls are relayed by phone to
the Division, where chey are handled by calling
the party involved and tollowing-up with a run
when necessary.

Community Involvement

Perhaps the most interesting aspect of Team
28 is 1ts exeensive program for geeeing the coop-
eration ot the community. A system ot “block
captauns’ (325 1n the team area) was established
at the beginning ot the team operations. Block
captains were chosen by the residents of cach
block. They transmit intormation trom the police
to the community. (Block captains three sources
of intormation trom the police: a telephone intor-
mation line which gives callers current crime
information, an intormation sheet prepared  bi-
weekly by the tam with mudi aperandi. crime
occurrences, e, and a newsletter which reviews
community action projects.)

Police may provide intormation to block cap-
tains on the mndus aperandi of @ burglar operating
in the team arca. Block captains alere the resi-
denes and they, in curn, call the block capeains or
police it they see anything suspicious. In addi-
tion, block captains help residents mark cheir
property tor identitication with ceching tools pro-
vided by the team. Every ewo months, Blick
captains meet with the police and discuss what
information to circulate to their neighbors.

In addition, team members meet at least onee a
year with residenes of a block at the block cap-
tains” homes. These intormal “cottee klatches™
(one is held almose every nighe) allow the police
and community to establish a rappore and discuss
crime problems and possible solutions.

The team is currently torming & community
advisory group, composed ot representatives ot
the block caprains, to help coordinate therr actiy-
ities. A commumity center as run by a team
member or tramned vihan volunteer trom [ pom.
to Y p.m.and provides intormation on crime and
security. However, artendance has been minimul

and the center is not considered uscful to chis
area.

The team has also made security inspections of
over 6,500 homes, providing the resident with a
detailed report on how his home could be made
more seeure (a1 follow-up is now being conducted
to see to what extent these suggestions were
implemented).

Other community programs include rap ses-
sions in the school, a grant-supported “potluck
picnic” for block captains and their spouses,
block captains’ trips to police facilities and the
academy, and mectings with community groups.

Crime Control

The team has experimented with many tactics
(aimed primarily at reducing burglarics), includ-
ing tandem patrol (one car following another at a
speciticd interval), parallel patrol (ewo cars pa-
trolling parallel streets simuitancously), plain-
clothes patrol and stakeours.

Crime analysis is done by a “crime control
committee” made up of a detective coordinator, a
sergeant and one ofticer from cach watch (tour).
They meet weekly to plan and evaluate an ap-
proach (tactics and deployment) to crime in the
arcia. The team commander submits weekly activ-
ity reports to the commanding officer ot the
Division. Crime and arreses reports are diserib-
uted to the team on a daily basis.

The team commander uses a mixture of one-
and two-officer cars depending on the watch. The
team commander has increased the number ot
cars on patrol by using more onc-otticer cars.
Oftticers work steady shites (with rotation every
three months). There are three basic watches,
begimning at 7 w.m., 3 p.m. and 11 p.m., with
an overlap watch beginning ac 6 p.an. The
watches were determined by an analysis ot calls
tor service.

Each watch lasts cight hours and 49 minates,
providing an overlap ot 5 minutes for team
mectings, intformation exchange and in-service
craenming. An interim three-day seminar was also
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held with all men to review the experiment.
Division police provided coverage during chis
time.

The team area is subdivided into four scctors.
Each seceor has a leader and about ¢ight men who
are responsible tor all community relations activi-
tis in their sector,

Supervision

Two sergeants supervise both the day and
night (3-11:45 p.m.) watch while an officer
supervises the light morning watch.

Initially, supervision was loose—there was no
roll call, just an information sheet—and there
was hittle contace between officers and sergeants.
The ofticers had no place to talk out their prob-
lems, which were left hanging. At thae point,
roll calls were reinstated and sergeants began to
spend more time in the field (the men said they
needed to see them). Some of the sergeants have
had some ditticuley in allowing their ofticers to
make therr own decisions. The need for good
scrgeants was cited as an important consideration
in making team policing work.

Evaluations of patrol officers and detectives are
done by the sergeants and the detective coordina-
tor and are based on their attitudes, their coneri-
bution to developing innovative programs and
their contribution to meeting team objectives.

Publicity

The tears has made use of the traditional me-
dia, including television, radio, newspapers,
tlyers and posters. They have also shown a film-
strip in local movie theatres after the feature. The
only outward physical changes in the uniform or
cars 1s the "Team 287 symbol on cars. The initial
recruitment of block captains by team members
also provided good “out-of-car” publicity for the
program.

Results

The program scems to have been successful.
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The California average of seven in 1,000 crimes
solved with citizen information has been dwarfed
by the team’s average of 50-70 in 1,000 crimes
solved through citizen information. While the
control area crime statistics have remained rela-
tively stable, team crime statistics have been
reduced dramatically. (Example: burglary down
53 percent.) The team has had an 84 percent
filing rate—arrests accepted by the District At-
torney for prosecution. Community response has
been positive; the team receives about four letters
of commendation duily.

Plans are currently underway to seek funding
tor a Division-wide team policing program.

OXNARD

Oxnard, the smallest of the cities visited for
this study, has a total population of 82,000. The
Oxnard Neighborhood Car Plan was instituted in
January 1971 in Colonia, a section of the city
characterized by unemployment, poverty, high
crime and overcrowded housing. There has been a
history of police-community antagonism which
was at its worst during a riot in 1971. Ninety
percent of Colonia’s 13,000 residents are Mexi-
can-American,

Funding

Oxnard is unique in that it requested no fund-
ing for its team policing experiment, Planning
for the neighborhood car plan was done primarily
by the Chief, over a six-month period. A psychia-
trist who specializes in community psychiatry
assisted in the planning process and held meet-
ings with a small group of officers.

Thirteen police officers were assigned to the
Colonia area after volunteers were screened to
climinate officers who were seen as overly aggres:
sive or not sincerely interested in the concept.
Although two Mexican-American officers were
assigned to the team originally, they fele the
community was placing too much pressure on
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them and requested transfers after working in the
area tor a while.

Training

Training has consisted primarily of required
courses at a local college. All team members
received a three-credic group dynamics course at
the beginning of the program and a Spanish
course later. There is a $15 per month salary
incentive for team pattolmen who speak Spanish.
(Education is encouraged by che city with reim-
bursements for course fees and salary differentials

for associate and bachelor degrees.) The Chiet

noted the need for more training in group dy-
namics and ethnic studies.

Investigation

Patrolmen have not taken on any additional
investigative responsibilities, nor have detectives
been assigned to the team.

Supervision

Supervision rests with the team commander
(licutenane) and a sergeant, who also performs
routine, city-wide functions most of the time,
but the sergeant is deeply involved in planning,
training and liaison with the community. The
licutenant has direct access to the Chiefand meets
with him regularly. Team meetings are held once
a month.

Deployment

Deployment of men is based ona “4-10" plan,
each officer working 10 hours a day, four days a
week. Tours are crranged so that maximum cov-
crage is achieved at peak workload times. A
combination of one- and two-officer cars is used
at night

Community Relations

The primary emphuasis in the teatn is on devel-
oping rapport with the community through a
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non-aggressive, social service orientation. No
special insignia or uniforms distinguish team pa-
trolmen. Foot patrol is encouraged but left to the
discretion of the men.

The police have attempted to help the commu.
nity by participating in a walkathon to raise
money for recreation projects, teaching boxing to
youth, working with a local car club, and devel-
oping a referral services booklet in both Spanish
and English to serve as a practical guide for
SCIVICES.

A citizen advisory board was selected with the
help of a local anthropologist. The five-member
advisory bvard was drawn from residents (not
traditional spokesmen or leaders in the commu-
nity) who were selected by an anthropologist for
their honesty, respect in the community and
ability to represent different segments of the
community. The board meets monthly with the
team to discuss problems and planning for the
area.

Etaluation

Monitoring is provided on a voluntary basis by

a community psychiatrist. Chicf Owens is con-

ducting an evaluation which will:

e Mcasure police attitudes using the Interna-
tional Association of Chiefs of Police’s (1ACP)
Attitude Scale both one and two years after
implementation; and using the entire patrol
force, a matched group of officers, and the
national IACP baseline data for comparison.

e Analyze crime and arrest statistics including
the number and nature of arrests, assaults on
policemen and incidents of resisting arrest.
Other patrol officers and previous years will be
used as comparisons.

e Aunalyze sick leave, injuries and accidents.
Because the team was selected from volunteers,

it is likely that cheir acticudes rmitially were dif-

ferent from other officers in the department.

Survey results indicate that the team officers now

are more positive about: crime prevention, che

value of the social sciences, support for law en-
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torcement from the public and the value of a sense
of humor in police work.

NEW YORK

The major changes involved i implementa-
tion of the Neighborhood Police Team concept,
launched by New York City in January 1971, can
be summarized as tollows:
® Responsibility to have the team develop infor-

mation and methods for dealing with police

problems around-the-clock.

® Professional supervision (consultation, setting
up of objectives, developing an educational
program, understanding the patrol officer’s job
problems).

® Assignment ot neighborhood cars to all noa-
emergency calls tor service, Sending a neigh-
borhood car out of its area only for emergencies
that cannot be covered by other cars.

® Special police units inform themselves of
neighborhood team goals and, whenever possi-
ble, consult in advance with the team com-
mander, who is responsible for a local area.

o Community relations as an important tunction
for the team commander and for patrolmen—
who design citizen contacts to increase citizen
involveraent in crime control and to assist the
police in meeting local needs for police service.

® Puanning {earning about crime patterns, allo-
cating personnel, developing preventive pro-
grams and service activities) and innovation

(by delegating authority to sergeants, the

number of people with power to innovate is

increased).

Overall Plunning for the Program

In November 1971, Commissioner Murphy
asked his Planning Division to write an order
initiating a team policing concept.

The Planning Division then dratted operating
gutdelines and helped selece four ourstanding
sergeants to become the tiest Team Commanders.
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These individuals were thoroughly brieted in che
concept. They visited other cities in which team
policing had been implemented. Then, they se-
lected their teams from among volunteers in the
precinets in which they were assigned as team
commanders. Teams implemented after chis time
were not as thoroughly prepared.

The program mushroomed uncil, in January
1973, there were five entire precinets (a total of
29 teams) and an additional 33 precinces with
cither one or two teams. Over ten percent of the
patrol officers were members of the team. How-
ever, partly Jue to this rapid expansion, many of
the concepts under which the teams were to
operate were never truly implemented. The fol-
lowing discussion highlights many of the prob-
lems which made implementation difficult.

Problems with Implementation

Perhaps because of the many other important
priorities in the police deparement, the groweh of
the program has not been a model of planning.
The Department’s coordinating staff, during
most of this growth, consisted of two individuals
in the oftice of the Director of Planning. These
individuals had all they could do just to arrange
tor opening ceremonies for new teams and brief-
ing of new Team Cornmanders. There was litele
or no time to brief precinet commanders and
there was extremely lictle time to attend to the
problems which Team Commanders identificd in
their monthly reports. None of the patrolmen or
team coinmanders received any special training
urittl much later in the program.

The reasons tor this rapid groweh are not ob-
scure. One reason for adding some of the teams
was that the Police Commissioner tound that
when citizens made demands upon the police
they otten would aceepe the installation of a new
neighborhood team as a resolution of the prob-
lem. Politically active citizens liked the idea that
they would have a tearn destgnated for cheir
neighborhood and apparently were reassured by
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being able to see police cars labelled “Neighbor-
hood Police Team. ™

At the same time, the complex problems asso-
ciated with installing ettective teams were—tor
the most pare—deterred. Precince commanders
often had an incomplete notion of what was
involved in team policing. Sometimes there were
conflicts between team commanders (sergeants),
veam members and other otticials in the pre-
cincts. These contlices often resulted trom a lack
of understanding of the principles of the neigh-
borhood team program. For example, a patrol-
man in a neighborhood team might be direceed
by his team commander to patrol a special beat
but he might be stopped by a precinct sergeant
for departing from a deparement-authorized bear.
Similarly, 1 neighborhood team commander
might carctully schedule his manpower to be able
to have more men available on a particular shite;
and the lieatenant in charge of thac shitt mighe
then take his caretully preserved manpowe away
from the wam area and assign it to another pare of
the precinet chat had a shortage ac that period.

Particularly troublesome has been the tailure of
the Deparement to get its communications divi-
sion to alter its operations to adapt to Operatiop
Neighborhood. The idea of the program s to
have patrol officers become tamiliar with an area
and then to provide service. 1 patrol otficers from
other areas answer as many calls as che neighbor-
hood police do, then much of the effece of having
special knowledge of an area is lost.

Dispatch guidelines were worked out as pare of
the original order trom the Chiet Inspector. Cars
were to be sent out of neighborhood team arcas
only in an emergencey; and they were to be senton
emergencies only when other cars were not availa-
ble. However, the Department has not been able
to adhere to these guidelines.

Overall Results

These problems with implementation poine
out the need tor caretul planning and tor training

for both patrol ofticers and supervisors prior to

implementation, Stable assignments to neighbor-

hoods also should be decided on in advance, and
procedures should be developed to assure stabil-
iy,

It is important to note that the model of team
organization used in New York City ditters in
three important respects from the organization
we have suggested:

o Investigative tasks were not delegated to the
teamms, the patrol officers were not given in-
creased investigative responsibilities and de-
tectives were not assigned to the teams

® The Team Commander, a sergeant, was re-
sponsible for supervision and administration ot
an entire team (as many as -§5 ofticers)

e Licutenants and other shitt sergeants had no
formal relationship to the team, resulting in
contlicts.

Presently, New York City is experimenting
with assigning detectives o the teams and wich
new methods of organizing precinets i order to
improve the effectiveness of teams. One organiza-
tional plan would make tour licutenanes “zone™
commanders and would assign four sergeants to
cach licutenant  Sergeants would have responsi-
bility for a geographic arca within the larger area.
Each sergeant would have lus own team of about
cighe officers.

Variability among Teams

Teams in New York Ciey vary greatly in ther
approach and apparent success. One precinet
commander. by sheer toree of personality, seems
able to resolve command contlices buile into the
New York system and to assise his team com-
manders in running worthwhile teams. Thae par-
ticular precinee commander tells a srory which
illustrates the potential importance ot neighbor-
hood taam policing. He relares an inadent in
which team policemen. who recently had a meet-
ing with the members of a local Mosque, cooled a
situation started by some tactical pohice. Because
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they knew the people involved, the team mem-
bers may have preventad a serious incident.
There are other “success” stores in New York
v, A detailed description of one team’s cttorts
~» contained in Appendix D.

')8 ANGELES BASIC CAR PLAN
(Not a Neighborhood Police Team Program)

The Lon Angeles Basie Car Plan was imple-
mented  ciry-wide in April 1970 atter a0 five-
month experiment in ewo pacrol divisions i the
city. The idea of the program was to increase
police-community cooperation in order to reduce
crume.

Based on workload, Basic Car Discrices were
established. Each Districe had a team of niie
officers consinting of one lead officer, five senior
officers and three probationary otficers. Three
otticers were assigned on each of the three watches
to basic radio cars, called "A" cars. Additional
radio cars, N7 aars, overlapped the basic aar
areas during periods of increased workload.

The lead otficer had responsibiliry tor coordi-
nating activities of the Basic Car Diserice. How-
ever, the supervisory structure remitined  un-
changed, with no sergeanc or licutenane having
responsibiticy tor w geographical area on a D -
hour basis,

In addition, the Basic Car Plan does noe tultill
the other organizational requirements ot neigh-
borhood team policing. Detectives were not -
signed to teams (nor were the officers given in-
creased imvestiganve responsibilities), ceeritorial
meegriey was not maintuned (Basie Cars, con-

trary to program gudelines, were sent our of

therr arca and other unies trequently worked 1n
the Basic Car Districo), interac tion wich the com-
munity was himited manly to monthly commue-
nity mectings, there was no team commuander
with authoriey to make deasions on deplovment
of to unalvee crmme and plan serategies to prevent
I
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DAYTON
(Not a Neighborhood Police Team Program)

The Dayron team policing projece is an ambi-
tious communiev-oriented program, bue it is not
¢ neighborhood police team program.

Dayrton organized a ceam consisting ot a licu-
tenane as team commander, four scrgeants, 36
patrol ofticers, seven detectives, five community
assistunce officers (assigned o chree difterent
grades), @ community coordinator (paid), a coor-
dinator for the Neighborhood  Assistance Pro-
gram G paid direceor) and one secretary. The
team was responsible for all investigacions in ies
are, including homicide investigations. A gen-
crous budgetary alloemene was made for over-
time, subjece only to che approval of a sergeant,

A Neighborhood Police Assistance Council
met once st month wich the team commander. In
the inrcial stages of the program, the Council
parcicipaced in screening the officers who were
assigned to the neighborhood area, and chey ap-
parenely succeeded in deteating the assignment of
at least one officer to the team arca.

The coordinator for the Neighborhood Assise-
ance Program was responsible for a group of
Neighborhood Assistance Officers, who were un-
paid volunteers given five weeks of eraining ac che
police academy. These volunteers used walkic-
talkies, direcred erattic ac fires and accidenes, rode
together with sworn ofticers, checked business
establishments tor break-ins and waeched high-
risk Tocations tor burglaes. These volunteers also
kepr a neighborhood  office open around-the-
cdock.

While 1t was originally intended  chae rank
distinctions should become less importane, no
cttective provision was made for having team
meetings to ox-hange mormation or to plan tor
the naghborhood. Consequently, the plinning
had to be done by the Hieutenane m charge and
the program bears greater resemblance to a small
precimnct than toatrue teanm. Even it attempes had
been made to have team mectings and to mvolve
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the patrol officers in planning and in community
relations projects, the large team size (47) might
have inhibited meaningtul interaction,

SYRACUSE
(Not a Neighborhood Police Team Program)

The Syracuse Police Deparement’s Crime Con-
trol Team was the first and probably the most
widely publicized team policing program. lts
principal characteristic was the assignment of a
team of otficers to be responsible for crume-con-
trol activities in a neighborhood. These activities
included sereet pacrol and investigative activities
and the team, theoretically, was responsible tor
all ¢crime control activity in the area.

The reason the Syracuse program is not consid-
ered in greater detail in chis chapeer is because it
lacks several important elements of neighborhood
team policing. Other officers, not members of the
team, were responsible for police service calls in
the same w - in which the Crime Control Team
operated. After the program was in existence fora
while, the non-crime officers were placed under
the command of the commander of the Crime
Control Team. However, the police function was
still divided between officers responsible either
tor crime control or for police service. The idea of
team responsibility and team planning was lack-
ing, and there was no emphasis on community
relations or on improving police service in order
to increase the flow of information from the
community to the police,

[
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CHAPTER Iil.

PLANNING, IMPLEMENTATION

AND ADMINISTRATION

~This chaprer and the followmg two chapters
outline most of the major areas requiring dec-
sions betore a department embarks on o team
policing program. The next ewo chapters (Educa-

uen and Training. and Supervision and Lines of

Authority) discuss two subjects of such great
importance that they have been given separate
treatment.

A, Commitment by Top Management

The consistent support o top level police man-
agement is cructal tor a neighborhood tean polic-
ing Program to win aceeptanee ina police depart-
ment. Administrators must underseand and ac-
cept the program’s basic concepes. They must
make the necessary administrative changes and be
ready to take remedial seeps it indiviaials or
divisions are slow to aceept those changes, They
must avoid issuing contradictory instructions by
being sure that other innovations are consistent
with the team concepr.

For successtul implementation ot team polic-
INg progrims, top management must be commite-
ted o certain principles. Each s brietly presented
below and discussed in detanl in the tollowing
sections and chapeers.

1. Wide Participation in Planning.

Both otticers and othicials should beimvolved in

the process of planning tor the implementation of

neighborhood team policimg. The mvolvement of

personnel a.all levels will communicate tep man-
agement's commiement to using all deas waila-
ble in the deparement. Te can ser o management
stvle which will encourage lower level managers
a'so toanvolve therr subordinates in the planning

process. 1t can abo be o method of communicat-
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g program concepts to key members of che
department, and through them, to the depare-
ment as a whole, This may help to build general
suppore throughout che deparement.

2. Comprebensiveness of planning.

Comprehensive planning should be undertaken
by the task force so thie all pares of the police
system will support the aeighborhood team pol-
icing coneept. Depending on the size and charac-
teristics of the deparement, planning should take
trom six months to a year, vith particularly
caretul departmenes taking one-and-one-half
years.

One problem to be addressed is the develop-
ment ot incentives tor ofticers to provide ctfec-
tive. publicly acceptable police service. The eval-
uation of 4 patrol officer’s performance should be
revised to include more than juse his arreses and
trattic violations. Skill and cftectiveness in han-
dling tamily disputes, making appropriate reter-
rals to non-police agencies, involving citizens in
helping the police, gathering crime-related infor-
mation o.ad other contributions to team success

should also be taken into account.
3. Delegation of Authority.

All tield commanders muse be given broad
operational authoriey, including the ac:hority
and responsibility tor eftective implementation of
the neighborhood team program. Unless other
commanders are given as much flexibility as team
commuanders, they may resent the teams and
resist therr suggestions, Commanders who super-
vise team commuanders must be held responsinle
tor understanding the team concept and creating
the supervisory cimate needed for it to be suc-
cesstul. Team communders must be given broad
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authority to make dav-to-day decisions withmn
the guidelmes and necessary imaes placed on
them by their superyisors.

4. Professionalism,

Role concepts tar ream commnders, sergeants
and patrolmen, must be changed trom the tradi-
tional quasi-military model to a more protessional
maodel. Te s paracularly importane chat che patrol
otticer be treated with respect, that his knowl-
edge and abilities be more tully utilized and that
he be given continuous mneservice traming,

S. Training of officials.

Team commanders and higher ranking otticers
must be crained i the use of their new decision-
making power. Flexibiliey and decisionmaking
mav not come naturally to someone who has
adapred o a quasiemihitary police organization,

6. Training of officers.

Otticers should be given training which will
orient them to their new rele and provide them
with skills that will increas: therr contributions
to their teams.

7. Community relations.

Top management must be committed to poli
cies and tactics which make communiey relations
and police service the toundation for ettecive law
entorcement and crime reduction, Street stops or
tield interrogations should be used sparingly,
with concern both tor Tegal Timitations placed on
the police and tor the potential foss i communiey

aceeprance which such tactios may cause.

8. Command assignments and dispatching
procedures.

Community contacts can best be established.
maneuned and utilized t otticers are Kkepr an
neghborhoods to which they are assigned aad are

net rotated frequenty. Dispatching procedures
also must permit teams to handle most ot the
calls in their neghborhoods.

B. Planning Capability

For the implementation of neighborhood team
policing, the departmient will need competent
planners, espectally during the cransitional pe-
riod. For example, every deparement needs
shilled statt to allocate manpower, design cttec-
tive dispatch systems, design personnel systems
ancluding recruiting, training, incentives pro-
grams and promotions). design systems to store
and use information, and design public relations
campaigns. All ot these skills muse be used si-
multancously, harmoniously and sensicively to
implement neighborhood  team policing  eftec-
tively.

While some departments may locate these
skills among their personnel, others will need to
supplement cheir skills by hiring new personned
or using consultants, Thought should be given to
hiring people who are experienced with neigh-
borhood team policing. The viewpoint ot experts
without a police background may also be valuable
because it is tree of inbred department bias and
may provide a new Kind of creativiy,

An outside consultant might also be consid-
cred to review progress in e program and o
evaluate ity etfeces as 1t is implemented. A good
consultune may bhe more independent and objec-
tive than deparerment personnel. Given thorough
cooperation, a consultant may assist the police
department to avord mistakes or discover prob-
lems which mught otherwise go unnoticed be-
cause members of the deparement may not bring
them to the attention of top management.

C.  The Task Force Approach

The task torce approach appears to be the mose
pronusing method for developing an implemens-
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tation plan for team policing programs. The task
torce should be made up of otficers who will be
members ot neighborhond teams and supervisors
who will be responsible tor their operation. It
should also include planners and other high-level
officials or should coordinate its efforts with
them. By involving them in a wask torce, the
officers will have special incentives to develop
realistic plans, and they can become a powertul
force in implementing the program and persuad-
ing other officers of its value.

1. Selection of task force members.

The *irst step in implementing the task force is
the selection of its members. Cincinnati's task
torce tor planning ComSec, which consists of six
teams in one district, has che following members:
the District Commander, three team leaders
(licutenants), six assistant team leaders (ser-
geants) and six team members (specialists and
patrolmen). The composition of this task torce is
simi'ar to those used in the Kansas City, Mis-
souri, Pu'-¢ Department. In Kansas City, how-
ever, patrolmen and supervisors are formed into
many task forces, cach of which is given a prob-
lem to work on and the task of recommending
innovations to attack the particular problem.
Kansas City's task forces are very democratic in
their uperation, enabling them to use construe-
tive suggestions from all participants, regardless
of rank. While the highest ranking officer often
acts as “chairma: . his role 1s to encourage par-
tcipation and not to dominate the ineeting.

2. Non-patrol members of task force.

Both Kansas City and Cincinnati use patrol
otticers on their task torces. Consideration alzo
should be given t including employees trom
other concerned divisions, such as detective, ve-
hicle dispatch, legal counsel, or planning. Ex-
clhuding detectives from the task torce may be
particularly risky because their tuture cooperation
may be exeremely tmportant.
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Since neighborhood team policing is an inno-
vative program, the task force should mor be
scelected to represent existing divisions, which
may each have a vested interest, It may be possi-
ble for flexible, op n-minded personnel to rise
above these vested interests and make important
contributions to the planning process. In most
cases, however, it will be more desirable to have
the task force proceed without their direct in-
volvement.

Even with extremely competent and flexible
personnel in the rest of the department, care
should be taken to keep the membership under
the "magic” size of 15 to 25, beyond which
group planning can become extremely inefficient.
For efficient functioning, the task force probably
should work in committees and meet only to
review committee reports and to make major
decisions.

3. Objectives and procedures of task force.

The Cincinnati Task Force was reorganized by
the department’'s Program Management Bureau
and given specific tasks to perform. Carl B. Lind,
Director of the Program Management Bureau,
outlined the general task and steps to be taken by
the Task Force in a memo to Chief Goodin (10~
2-72)

Many of rhe concepts in the COMSEC proposal need
definition and further delincation. Some of the con-
cepts ate unorrhodox abstractions which do not lend
themselves readily to precise definition, and are ditfi-
cule to visualize in concrete forms. e is highly critical
that a suitable approach be employed by the Task
Force to achieve their goal, the documentation of
ComSec Operational Guidelines. Special care must be
taken to make certaimn the current Police Divizion procedures,
polictes, rules and regulations be 1gnored initially by the
Tusk Force. If not, the Task Force will be hung up on
constrarnes found in the existing system, with their.
product maost hikely being a modified version of the
existing system. (. ce the Task Force has ducumented
their version of the operational guidelines, considera-
non can then be given to conseraines found 1n the
existing system. {Emphasis supplied.)
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In addition to these general directions, the
Cincinnats Task Foree was told, in substance, to:
® Examine and explore objectives already defined
by the Program Management Bureau in a
funding proposal
@ Detine concepts, such as the role of the team
and team members, authority ot the team
commander and team members. changes in
street procedures, the role of “eollators’ (peo-
ple to collect information and disseminate it
among the teams), and general enforcement
prioricies

e Write operational guidelines and detine orga-
nizational relationships

e Examine and, when necessary, redefine the
guwidelines ro fie legal constraints, resource
constraints (number ot available patrolmen and

SUPCIVisors, money, equipment, etc.) and or-

ganizational constraints (procedures and rules

which should not be supplanted or absolutely
cannot be ignored)
e Submut guidelines tor review by the Police

Chiet and his designated otticials
e Respond to criticisms of the guidelines and

prepare them tor tinal approval by the Chiet
o In the course of its work. develop materials tor

Use 1IN g traimning program

e Develop within the task force a pattern of

interaction and team decisionmaking—to

serve as 4 maodel tor fater implementation in

the teams.

An cttective task torce should generally tollow
the Cincinnati model. It should be caretul to
detanl enough so that the program can be ettec-
tvely mplemented. But cach new guideline
must be examined to ensure that it does not
unnecessarily deprive reams of their desired flexi-
biliey. Teams must be able o adapt their pro-
grann te local conditons and to therr own man-
power resources. (Appendix A contains some
sample guidelines.)

ft 15 particularly important that the task toree
address the Guestion ot appropriate street pacrol
procedures. I some aties, the increased tlexibil-

ity and team spirit have caused some teams to use
agpressive screet patrol practices and, in one in-
stance, to make a large number of group arrests
(arrests of more than one person at the same
time). Alchough these tactics may temporarily
reduce crime and may please some elements of the
community, they may generate animosity, create
an increased risk of atracks on police, reduce
citizen willingness to cooperate with the police
and, in the long run, reduce crime control cffec-
tiveness—which neighborhood team policing at-
tempts to achieve through closer community ties.

A usctul job for a task force is to define effec-
tive alternative methods ot dealing with some
typical police situations. For example, some nar-
cotics addices not involved in large-scale selling
might be reterred to treatment programs. Feud-
ing couples might be reterred to tamily counsel-
ing agencivs. Spray caps might be purchased so
that fire hydrants mighe become a- legitimate
source of summer fun. Jumper cables and a small
quantity of gasoline might be carried so chat
motorists blocking rush-hour tratfic can be given
effective assistapce and traffic jams be unsnarled.
Some police cars might be equipped with special
bumpers to give jump-starts or push cars out of
busy streets. In general, the task foree should
develop methods of making it possible tor team
commanders to implement constructive ideas
which the teams may later find valuable.

The proper relationship ot police to citizens
might receive detailed consideration. Whae use
should be made of a trined police auxiliary? To
what extent should commanders be encouraged to
have untrained civilians helping gather intorma-
tion, conduct lookouts, or act as toreign-language
translators by riding together with patrolmen?
Should there be tormal community meetings
with all teams, or should this be an option of the
team commander?

Guidelines also should be developed tor the
minimum trequency and duration of team mecet-
ings and the availability of in-service traming at
those meetings. It chese guidelines are not drawn
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up. the eam commander may constanely have
ditticuley persuading his superiors thae a mecting
15 imporeant cnough to keep men oft che sereet.
Yet chese mectings are essential tor running che
team properly.

4. Sensitivity ta community feelings.

Since an objece of neighborhood team policing
15 to bring the police closer to the community, it
1s imporeant thae the police be sensitive to com-
muniey teelings. This sensiaviey can be acquired
in a varicey of ways. One or more citizens might
be invited to join the sk torce. A separate
citizens’ committee mighe be tormed to review
prefiminary task toree findings. Task torce resules
might be given to several communiey groups,
expecting @ greater diversity of comments
through this process and also reducing che chance
that some single group of atizens, cliiming o
represent the community, mighe make a public
objection to the plan. While neighborhood team
policing is not a program dosigned to give the
communicy control of che police, citizen opinion
should be carctully considered betore plans are
L'()mplctcd.

5. Informing other police officers.

In most departments, the planned neighbor-
hood team policing program is so large chae ic s
probably not desirable o include all police ofti-
cers to be involved in the program as part of the
task torce, On the other hand, members of the
task torce should be expected to keep other mem-
bers of the department informed o imporeant
task torce activities. This s an imporant step to
prevent negative rumors. e may be tacilicaeed by

providing cach task torce member wich a lise of

otticers whom he should attempr to keep in-
formed.

Ot Course. the planning process can involve all
potential team members it the ceam is going to be
relatively small,

e should be made clear trom the outser, both
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to che task force and the deparement, chae the
task force’s job is to set up general working
guidelines. The operating procedures of cach
team will be determined by that team aceing, in
cttece, as a task force. In addition, the original
guidelines should be revised (cicher by che chief
or by periodic task forces) as members of the
department discover problems and make sugges-
tions.

6. Involving all police officials.

Iei. rucial chae police ofticials, ot all ranks, be
invited to comment on task force work produces
and be informed of task force progress. In one
ciey, tor example, high level commanders ofeen
were lete unintormed about the objeceives of the
program or were letr to feel that neighborhood
tecam policing was a temporary and relatively
unimportant aberration from ordinary police
practice. All police officials should be invited to
participate and made responsible tor cooperating
with the implementacion of che program,

7. Allocating task force resources.

In general, the task force will find ieself over-
burdened. Ies task could be endless. However,
like all other planning cffores, the task force muse
discipline itself co meee its deadlines. In che
process, it should develop descriptions of work
which can profitably be done ae a beer daee.
Necessary addicional work can then be under-
taken within the deparement afeer the program is
implemcnted, or the description can be commu-
micated co che National Inseicuee of Law Enforce-
ment and Criminal Justice, LEAA, which 1s con-
stantly looking for usctul research which can
improve police operations. The National Insti-
tuce may then give the deparemene funds with
which to conduct che research or it may find some
other rescarch agency o complere che job of-
feceively.!

C Wite er ol the Natonad Insticute of faw Fatorcement aned Caminal
Justice, Law Entorcement Asastance Adminiseratior, 633 Indrand Ave-
nie. N W, Washington, 1D € 20530
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D. Commitment by the Police Union or
Organization

The support of the police union or organization
is extremely important to the success of neigh-
borhood teamn policing. In the interest ot greater
professionalism, increased job satistaction,  re-
duced tension with the community, reduced dan-
ger from atracks from the community, and better
policing in general, a responsible union should
try to assure:

e That implementation of neighborhood team
policing be preceeded by cftective planning so
that it is likely to succeed

® That union officials and rank and file officers
be included in the planning process.

A narrow union approach mighe resist neigh-
borhood team policing because, like all innova-
tions, it will introduce many uncertainties about
nolice carcers. The diversity of approach whick
may result from team planning also may make
contract bargaining somewhat more complex. In-
stead of bargaining over the particular hours on
which a patrolman will complete a shift, the talks
with management might shift to the procedures
to be used 0 determine hours.

There 1s no doubt that lite will become more
complex tir a umon operating under neighbor-
hood team policing. However, the gain in stature
tor union members should outwergh this consid-

eration in the minds both ot union leaders and of

the rank and tile.

An example of the kind of constructive leader-
skip called tor was the successtul campaign of a
police union in Portland, Oregon. In that aey.
police unton appe.ad direcdy to the aey council
for a progressive police program. That program
called tor: (1) increased education requirements
for patrolmen, (2) an improved planning capabil-
ity in the department. and (3) improved wages.
The union placed improved policing high inats
priofities tor action.

Management approach.

Potential union opposition to neighborhood
team policing calls for a sensitive management
approach. No pat formula can be provided be-
cause ditterent union leaders will react differ-
ently—ijust as different police leaders reace differ-
ently.

Management's problem is the mirror image of
what happens when a union leader wants to sug-
gest change in the deparement. Management and
union must each seek a strategy designed to
accomplish their own goals.

In departments with responsible managements
and union leadership, cooperation is simple. The
leaders talk to each other openly and frequently.
Free interchange of information is the easiest way
to Maintain cooperation.

In departments with somewhat weaker union-
management cooperation, initial plans might be
deveioped somewhat before the union is informed
of specifics, However, plans should be made to
intorm the union early. The union should never
be left to learn about programs through its own
resources. That kind of breakdown in communi-
cations is dangerous and may well lead to a
misunderstanding that is not based on the merits
of the proposed innovation.

Where union leadership is intlexible and hos-
tile to the idea of neighborhood team policing,
management will have to decide whether it s
worth the battle. Theorerically, it 1s within man-
agement’s prefogatives to set policy tor almaost
the entire neighborhood team policing program.
However, a department should face the reality
that it can accomplish only what its othicers will
support. Unless the management s strong
enough to ignore umion leadership or to appeal
directy to the membership, over the heads of the
leaders. then neighborhood team policing should
not be attempred inoor asition to the umon.
Instead, extensive effort. hould be made to lay
the groundwork so that unton leadership and
membership may. at some tme in the tuture,
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have a greater underseanding and appreciation of
the program.

E. Pilot ™roject

The Police Chiet or members of his statl muse
consider whether to begin team policing with a
ptlot project in one or two small sections of the
ciey or whether to begin on a larger scale or city-
wide. In a large aey, the advantages of imple-
menting the concept i one or two areas for a
period of six months to a year will outweigh che
advantages of immediate aey-wide implementa-
tion. A police deparement which ultimarely will
have only a few teams mighe juse as well imple-
ment them simultancously.

The advantages of a pilot projece are:
® A small project makes it easier to innovate

without comnutting the department to ciey-

wide implementation. This also may permic
potential opponents to “wait and see.” It the
prograni succeeds, opponents may be per-
stitded.

® A pilot project allows the department to ex-
periment with alternative torms of organiza-
tion ot teams.

® In u traditional, potentially resistant depare-
ment, there may be an advantage 1in beginning

4 new project by using volunteers.
® In a city with potentially resistant neighbor-

hoads, site chorces can avoid those neghbor-

hoods until the reaction to the prloc project s

earer.
® Team pohicing requires organizational changes

that are complex and interrelated. The plan-
ning process, using o task torce, will be new to
most crties. The tiest task torce members will
be learning how to operate eftecnvely as it
procecds. Therr recommendations can be
toested inoa palor project, and unanticipated

problems can be more casily resolved within a

small program than inoa large, deparement-

wide program,
® The scope ot the changes required by team
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policing may be too broad and complex to be
handled efficiently in an entire large- or me-
dium-sized city.

® Training is required for team commanders,
sergeants, and patrolmen. Mose cities do not
have the capability to train a large number of
men at one time. A pilot projece followed by a
gradual increase in the number of teams allows
cities to use training resources for the retrain-
ing of manageable numbers of officers. A grad-
ually expanding program also will provide a
core of police officers who may be used for
training and consultation with new teams.

® It is easier to tuad a pilot project than a city-
wide program.

The disadvantages inherent in a pilot project

include the following:

® Political pressures for the implementation of
teams in the other neighborhoods may de-
velop, especially if the word is out that che
program is successtul. Citizens will wane their
share of the program immediately. In one city,
some citizens demanded neighborhood police
teams and the deparement tended to respond
to more general citizen demands by installing
neighborhood teams. This political use of the
team program caused the rapid expansion of an
impertectly planned program.

® The pilot projece may be viewed by some
citizens as favoritism or an effore to give the
und privileged special atr=ncion ac the cose of
police service in other neighborhoods.  This
may lead to outright opposition to the pro-
gram or, conversely, to its too rapid expan-
sion. (One may deal successtally with such
potential problems by placing initral teams in
4 broad range of neighborhoods throughout
the city.)

® In some deparements, patrolmen not in the
team program beaame jealous of team mem-
bers. This problem, which can resule i a lack
ot cooperation within the patrol division, s
espraially likely to occur if members of 4 team
are given speatal privileges, such as exemption
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trom starion duty.® Theretore, care should be
taken not to give members of a pilot project
any privileges that are not related o the basic
concepts of the program. Members mighe, for
example, have team meetings in place of roll
call, bue ehey should continue to take thetr tare
share of ubjectionable duties.
These disadvantages have been deale wich tairly
ettectively by some deparements implementing
pilot projects through caretul planning. the use of
a task force, and well organized publicity cam-
paigns.

F. Education

The neighborhood ream policing concepe cre-
ates an opportunity tor a police department to
tashion a new, more cttective educational system,
Education can emerge tfrom the classroom and
take place in the tield, within an operating team
of otticers. Education can be converted from theo-
retical exercises to practical on-the-job training,
~ In order to change traditional pateerns of su-
pervision and police response, a well executed
education program is essential. The first object of
this educational program, to inform people about
the new program, may be best accomplished
through the task torce process (described above,
page S1) and through a scries of seminars for
non-participants in the task torce. However, con-
tinuing education must be arranged in order tor
officers to learn-—in detail—how to pertorm the
new tasks exnected of them and to discuss the
reasons tor implementing many of the program
concepts.

The subject of education is so tmportant that it
is Jiscussed more tully i Chapter 1V ot this book
(page 6H7).
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G.  Communications and Dispatch

The importance of the communications divi-
sion to neighborhood team policing can hardly be
overstated. The person answering the telephone is
the tiest line of contacr for a citizen requesting
police services. Cure or discourreous  personnel
can destroy the work of the patrol division. Care-
tul. sympathetic responses can help to build the
police-community relationship that is needed.

The first responsibility of communications,
under neighborhood team policing, is to deter-
mine whether a call involves:
® A crime in progress or just committed.
® Any other emergency requiring immediate at-

tention.

Obviously, when a crime is occurring or o per-
son’s hife or safety is in the balance, the first
mission of the police deparement is to speed the
nearest unit or units to the scene.

If the call is not an emergency, then the police
should courteously explain that a neighborhood
police team unit will be sent when it becomes
available. An explanation should be added so chat
the caller will understand the deparement’s deci-
sion to delay service slightly in order to have
neighhorbond police handle most of the clls in
their own neighborhood.

Of course, citizens desire tast service and the
delay in waiting for a neighborhood unit may not
always be appreciated. If a citizen objects vehe-
mently, states a special need for fast service or
calls back, then a non Leighborhood car should
be sent. After a long period of time (say 60
minutes) has clapsed, then a non-neighborhood
car should also be sent. (See also Chapter V, p.
79. tor circumstances under which a contingency
dispatching plan may be utilized.)

1. Foot patrol,

It is important that the communications divi-
sion be able to dispatch toot umits, scooter units
or pattolmen assigned to cars but temporarily
awiy trom them on team business. This requires
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that each patrol unit have its own waikie-talkie.
Unless this cotamunications capabiliey s pro-
sided, there will be a strong reluctance for team
commanders to encourage their men to meet
citizens. If they have walkic-talkies, he can en-
courage them to volunteer tor their tair share of
the service calls, or dispatch can arrange to assign
nearby toot units directly.

In congested urban areas, the dispatch ot foot
units is especially important. Often the foot unit
can be at the scene taster than any other unit, Of
course, there are problems with echoes and dead
spots in the concrete caverns of large cities, but
methods are available to reduce or eliminate this
problem. In any event, it is preferable to try to
reach a toot unie and fail than never to try. Foot
units should be considered available resources and
used when they can be assigned.

2. Dispaiching officials.

Under the suggested method of precinee orga-
nization (see Chapter V), the team commander is
required to designate an official (sergeant) or
officer as a supervisor for every period of the day.
In addition, the manager (precinct captain or
division commander) is asked to inform the dis-
patcher ot each on-duty superviscor (who may be a
designated otticer) assigned to that neighborhood
so that a supervisor may be dispatched to a call
when needed. When a supervisor is out of service
or otherwise occupied, the lowest ranking super-
visor (as designated by the manager) trom a con-
tiguous neighborhood is to be assigned. It no
supervisor trom a contiguous neighborhood s
available, the lowest ranking supervisor available
is to be assigned. Obviously, this system requires
coordination with the patrol managers, proper
training of the dispatchers, and—in larger de-
partments—some maoditication of computer sys-
tems so that the disparcher will know the correct
order in which to dispatch supervisors.

3. Alternatives to sending units.

Consideration should be given to developimg
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guidelines tor handling calls without sending
patrol units. The most obvious opportunity for
this treatinent is the call whose unly purpose is to
report a stale crime for insurance purposes. The
caller mighe be given a brief telephone interview
to establish that there are no available leads to the
perpetrator’s identity, and then he may be sent a
crime reporting form by mail. Other types of
incidents may be more difficult to handle without
sending a unit, but carefully prepared interview
schedules might be used by the dispatchers so
that they can find out whether a unit is really
needed. While this may imply a need to expand
the dispatching staff somewhat, the correspond-
ing saving in patrol time may justify the effort,

Of course, the dispatchers will need to be care-

fully trained so that they:

e Will not unduly delay sending units in emer-
gency situations by using an inappropriate in-
terview schedule

e Will not refuse to send units when they are
needed

e Will courteously explain their decision not to
send a unit,

4. Assigning more than one call at a time.

Some departments already occasionally assign
more than one service call to an officer at one
time. This procedure intorms the otficer of the
extent of the dispatch backlog by giving him his
proportionate share ot the necessary work. This
may help to motivate cthe officer to weigh the
importance of the service demanded by his first
call against the increased inconvenience which
the delay may cause himy in completing his later
assignments. In neighborhood team  policing,
this will reintorce the otticer’s sense of responsi-
bility and will also indicate the extent to which
cach team member muse perform so that the team
as & whole may meet its service requests.

Emergency calls should, of course, be answered
immediately and e should hardly ever be neces-
sary to assign more than one emergency call aca
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tume. It emergency aalls can not be handled
mmmediately, this s 4 warning signal to the
department that there may not be enough patrol
units available at chae time of day,

H.  Manpower Allocation

Allocating manpower among  neighborhood
police teams is lieele ditterent trom ordinary nman-
power allocation problems, discussed by Wilson
and McLaren as manpower “distribution. ™ * Gen-
crally speaking, manpower should be distribured
according to workload. Therctore, it asingle pilot
team is established, it should receive ies propor-
ton of department manpower, based on an allo-
catton tormula.

As the team program progresses, team coms-
manders should repore regularly che data needed
to deternmine therr proper manpower allocation.
In addition to the cold data, they should set toreh
specitic tasks which they have detined and should
estimate the manpower needed tor those tasks. A
responsive manpower allocation system will be
able to shite personnel to work on imporeant tasks
detined by team commanders. Of course, all allo-
catton deastons will be attecred by the cotal
number of otticers available within the depare-
ment.

Once otticers are distributed to teams, team
commuanders have che responsibility of allocating
them to speaatic tasks and hours ot duty.

L Crime Analvsis Assistance for Teams

The team commuander will need help with data
collecoion and analysis to incrcase his eftectiveness
as an admimserator Many large deparements can
also provide assistance with thetr automated
crime reporting svstems. which have the capabal-
ity ot providing printours giving the esace loca-
tton ot recent crimes by dav ot week, tme of day
and location.

FERR IR S I
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One object of crime analysis is to determine
times and locations at which crime is likely to
occur so that manpower may be allocated to those
shifts. The likelihood that a crime will occur may
be predicted both from crime trends in previous
weeks and, to account for seasonal trends, from
the same period of time in previous years. Cincin-
nati 1s working on mathematical models tor pre-
dicting the occurrence of crime for the purpose of
manpower allocation.

e will take mose departments a substantial
period of time before predictire ceime analysis can
be pertormed by computer. In the meantime,
computer printouts can be prepared each month,
giving the breakdown of crime by time of day and
day of week. Printouts of thae kind were provided
to the Beat Commander in Detroit. The nexe
most sophisticated step is to indicate on the
printouts when incidenes have occurred so close
to one another that special ateention should be
paid to a particular arca within the neighbor-
hood.

1. Crime patterns.

Another type of crime analysis is more specific
and somewhat harder (but possible) to perform
cttectively and cfticiently by compueer. For cx-
ample, one team analyzes every crime or arrest
repore to determine whether the crime fits into a
patterr of crime occurring within the neighbor-
hood. Inaddition, piceures of locally active crim-
inals are maintained on a team bulletin board.
The team commander believes these methods
have been eftective.

2. Dexllopment of a list of referral agencies.

One imnovation of potential use by teams s to
refer citizens to non-police agencies. To assist
team commanders in this program, a centralized
project should be undertaken. Otherwise, team
commanders may duplicate cach other’'s work

YA Prescoprive Pachage oncnime analyas units s beng prepared tor

the Natonal Tostitgre ot Law Entorcement and Commal Joastiee and

shauld be avalable shoreels
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discovering agencies of gencral use in the com-
munity. The hist of agencies should include gov-
ermment agencies and privace or church agencies.
It should include briet program descriptions, in-
cluding the problems for which each agency is
suitable and any reserictions on agency use.

To avord police contlice wich other agencies,
reterral programs should be discussed in advance.
In addition, all agencies should receive the pro-
posed program description for their agency so
that they will have an opportunity to improve its
accuracy and to add other helptul details.

J. Team Size

The most importane considerations in deter-
mining the size of the teum and of its neighbor-
hood are:
® Dctermining whether there are natural bound-

artes (nivers, highways) or cultural factors

which indicate which areas of the city should
be considered “neighborhoods”

® Dctermining what proportion of the patrol
burcau should be allocated to that neighbor-
hood, based on crime patterns and the fre-
quency of requests for police service

® Assuring that the neighborhood is large
cnough tojustity the assignment of at least one
unit tone ofticer or two ofticer unit, depending
on what 1s possible in the city) at even the
fowest acriviey cimes

® Assuring that the team does not «xceed forey
otticers, o« size bevond which teams are be-
heved to become oo unwieldy

® Assuring that there are enough otticers to han-
dle service calls wnd all other important team

RINSANISIG S
Perhaps the hardest of these criteria to satisty s
the requi.ement that there should be enough
otticers o handle 1 important team: acos ities.
While there s noiard and tast rule of thumb on
this tvaes Cincaer deaded thae osls one-thied

of an otticer’s e e shoald be spent on service
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calls; and St. Petersburg decided thar only 35
percent of an officer’s time should be so spent.
While these percentages are arbitrary, they repre-
sent the best available police wisdom and may be
used as a starting point for police planning.

K. Overtime Pay

Neighborheod team policing adds two new
reasons for alloting budgetary resources to pay for
overtime. First, there may be a need for an officer
to continue an investigation which he has com-
menced. Whiie extended investigations may not
need immediate followthrough or may even be
referred to an investigative unit, there are times
that an ofticer should be permitted to continue
following a hot lead. This will build an increased
sense of job satisfaction and accomplishment.

Sccond, it may be far easier to schedule pro-
ductive team meetings if officers who are not
assigned to duty at the scheduled time of day can
be given overtime pay as an incentive to attend.
It is very difficult to construct work schedules so
that all officers can attend during the regular
working day. Overtime pay would help to solve
this important problem.

L. Nine or Ten Hour Day

V. hele the use of nine or ten hour working days
Is not necessary tor neighborhood team policing,
the possible use of such assignments may make
the team commander’s scheduling task easier and
may help o saristy otficers who preter the longer
workday schedules. Theretore, the department
should study the legal problems involved in per-
mitting extended schedules and should nouty
team commanders of what s pernussible.

M. Decentralized Budgering

[n order toadd substance o the Aexibaliey
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which has been given to team commanders and
managers, serious thought should be given to
developing decentralized budgeting procedures.
In St. Petersburg, team commanders have some
budgetary authority and New York City is con-
sidering providing each preance commander
with a budget over which he has discretion.
The size of the budget depends on how much
authority will be delegated. For example, each

manager might have a designated amount of

overtime to allocate among the personnel under
his command. He might also have a small fund to
use for paying intormants when, in his discretion,
he payments appear to be justitied (guidelines
might be established concerning the conditions
under which informants may be paid).

iie team commander may be given a discre-
tionary tund to pay for stationery supplies, pho-
tographic film, refreshments to be served ac
mectings held with the neighborhood ina police
building, repair of portable radios (unless a cen-
tralized repair shop is maintained), gasoline for
automobiles used by team members or neighbor-
hood volunteers on team business, jumper cables
or gasoline for assisting distressed motorists, and
other items thought appropriate. Since no city
has used this procedure tor long, there 1s no
guideline for the appropriate size of the tund.
Perhaps the best method s to sit down with a
group of designated team commanders and brain-
storm about productive uses tor a discretionary
fund. Of course. the amount of money which
team commanders may need in excess ot their
detinable requirements may be given to the man-
ager tor allocation to the maost deserving projects
proposcd by team commanders.

N.  Coordination of Team Policing

It several neighborhood teams are tormed as
the result of the planning process, there will be a
need tor the teams to learn from one another. Ina
small program. this may be accomplished by

having team commanders meet periodically. The

larger the department, the more necessary it is to

use an individual or a group as a coordinator, to:

® Analyze reports from team commanders and
assist them in overcoming their problems in
the early stages of implementation

® Arrange mectings of team commanders

@ Investigate worthwhile team programs and de-
scribe them in sufficient detail so that they
mayv be more widely used

e Improve communication beeween teanr com-
manders and trainers

® Act as a means of communication among ad-
ministrative deparements when there are 1m-
plementation difficulties—such as a ditficulty
in following dispatch guidelines.

Somie departments may consider it appropriate
to extend the life of their task force to assist in
coordinating the program. As operational prob-
lems arise, the task torce can recommend solu-
tions or can consider making changes in the
original guidelines.

It the coordinating person or group 1s not part
of the chain of command, it should »t assume
line responsibilities. If coordinators begin issuing
orders or making statements that can be inter-
preted as orders, chis will undermine the concept
of the responsibility and accountabiliy of line per-
sonnel, including precince commanders, team
commanders and team members. The coordina-
tors can arrange meetings and issue newsleteers,
but they should not intertere directly in opera-
tions. (For optimal etfectiveness, the coordinators
should hold these positions tor at least two years
so that they can become expert in cheir tasks.)

1. Internal inspections.

The need to maintain the concept of ropunsibiliny
and wconmtabiliny of line personnel has serious
implications for a “tield operations™ or “ineernal
inspections” division. One of the tasks of such a
division is to discover corrupt practices. This task
will not conflict with the operations of a consci-
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entious team and should be undertaken in any
department with a corruption problem.
Another task sometimes handled by an ineernal

inspections unit is co repore on the etficiency of

ficld operations. This cask must be handled deli-
cately and che inspecror should be caretully
tramned to understand the program he is inspece-
ing. It 1y appropriate tor top management to
sample the operations of managenment unies to
help it see major policies, to evaluate and advise
middle managers, and to determine which of its
managers 1s etfective o ineffeceive. However,
extensive local investigations which scrutinize
patrol officers” periormance can create an atmos-
phere of Tow morale and lack of crust. These
mvestigators should avoid undermining che sense
of protessionalism and crust which must be culti-
vated among the ofticers for neighborhood team
policing to work.

2. Tactical units.

Large tactical units should be less necessary
under neighborhood team policing. When they
are operating within aneighborhood., they should
be subordinated to tcam commanders and therr
supervisors in order to promote the team's sense
of responsibility for its neighborhood.

Tactical units are less necessary becatse team
commanders can reallocate their personnel to spe-
cial conditions. The team’s Hexibility can be
increased by reducing the size of centralized units
and adding their serengeh to the teams directly.
Increased Hexibilicy aan be obtained by develop-
ing cooperation between team commanders so
that they will assist vach other in urgent situa-
tions by remporarily releasing personnel.

Tacocal units will seill have their tunction,
however. Occasional saturation of areas with zero
visibility (plunclothesy personnel or with uni-
tormed personnel may be called for by special
conditions. However, tactical personnel muse be
aware ot the team concepr and should not, by
therr aeressive behavior, upset a team's caretully

62
o'

Q

RIC

Aruitoxt provided by Eic:

developed program of community relations.
Tactical commanders also should consult wich
team commanders so that they will be tully in-
tormed about local conditivns and groups and
about special plans to deal with these problems.
For example, the taceical commander should not
send his men into the home of a militant organi-
zation betore tirse following any notification pro-
cedures which may have been worked out in order
to reduce the chance of misunderstanding.

The coordinators for a neighborhood team pro-
gram should be alert to problems which mighe be
created by taceical units. Tactical unies should
confer. in advance, with a local commander be-
tore entering his neighborhood. Consideration
should be given to muking tactical unic personnel
responsible to the team commander in whose area
they are working. While this may create prob-
lems of superviston in the tactical unic, ic will
preserve the principle of unity of command in the
neighborhood.

3. Other special units.

Special units—including the juvenile units
which so many deparements find valuable-—can
create problems in holding line personnel respon-
sible and accountable for their neighborhood.
These units can also benefie from close coordina-
tion with tearns and from learning aboue neigh-
borhood conditions.

The problems created by special unies should
be considered in determining cheir appropriate
size. and functions. Whenerer a function can he
effectively provided within u team. that function shuuld
he perfurmed by the team. A special unie is reguired
only it a function cannot be performed within a
team. For example, mose officers are not now well
equipped to deal with juvenile problems—so
most deparements should retain a centralized
unit. However, if otficers increase their sensiciv-
ity to juventle problems and their knowledge of
how to deal with them, pare of the special juve-
nile unit should be disbanded. Similarly, it otti-



cers take an interest in vice inv srigations, or in
craffic control, all or par: of those central units

may be disbanded.

O. Evaluation

There are three reasons why top management
should consider evaluation of its neighborhood
team policing program, and each of these reasons
would call for a ditterent kind of evaluation. The
three reasons are:

o To determine what problems are occurring and
how they may be remedied;

e To determine whether the program as a whole
represents an improvement in operations or
whether major changes should be undertaken
to improve program cffectiveness;

e To determine which teams are exceptionally
good or poor so that the department may:

(a) Develop information about successtul pro-

grams for consideration by all teams,

(b) Develop incentives for team commanders,

and

(c) develop remedial programs tor poor teams.
In addition, evaluation may be done to assist
other departments in determining whether to
adopt a siruilar program.

The decision about what kind of evaluation to
cenduct should be part of the ecarly planning
process. It evaluation 1s nor planned tor, the
program may be set up in a4 way that n '
evaluation difficult or impossible.

1. Problem Identification

An evaluation keyed to problem identitication
can rely on a “coordinating group.” described
above on page G1. In the past, departments have
cither used this kind of evaluation or none at ail.
It consists of receiving reports from team com-
manders, analyzing those reports and, when occa-
sion seems to call for it, visiting the teams to
check their operation on site.

The object of “problem identitication™ is: (1)

u-.,q'

f ¢

to review team operations and determine whether
they meet operational guidelines, (2) to identify
problems which may not have been spotted in the
guidelines, and (3) to devise remedies tur prob-
lems that are detected. A systematic procedure
should be developed tor comparing team com-
mander repores to program guidelines. The re-
port might be required to fic a standard format®
in order to facilitate that review. When problems
are spotted in the review of the report, appropri-
ate followup procedures should be implemented.

In addition, teams should be “spot-checked™ in

the field =0 determine whether there are addi-

tional problems or advantageous programs which
have not been reported.

A checklist of problems, derived from experi-
ence elsewhere, would include:

o Are crinae and service call data being used for
allocating manpower?

o Arc team meetings being used constructively?

® Arc reasonable plans being implemented to
deal with neighborhood problems?

o Is the team using sound investigative proce-
dures?

e Are dispatch guidelines being followed or are
team members being required to spend sub-
stantial time out of their area?

e Are personnel continuously assigned to the
same neighborhood?

o Is there a commitment to the concept of a team
of protessionals?

» Do patrolmen seem to have increased job sats-
faction?

o Are there conflicts between team personnel
and others?

o Is a sound in-service training srogram being
implemented by the team commander?

o Dues the team make appropriate use of reter-
rals to non-police programs/?

o Isa sound community rclations program being
implemented?

*see Appendix B bor o repornng prisedure tor team vinnanders
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® Arc volunteers beirg recruited and utilized
properly ?

® Is the team engaging m aggressive patrol tac-
tics?

® In general, considering all available team re-
sources, is the ceam accomplishing what might
reasonably be expected of ies

2. Program effectiveness.

It a deparement is commutted ro neighborhowd
team policing, it may have heele desire to do an
evaluation of program effectiveness to test
whether the program has worked. When any
administrator is confident of his course, there is
relatively litele co gain from gathering informa-
tion which is unlikely to affect his future deci-
sions. However, it an administrator has several
competing programs in mind, then he should
consider developing his programs so that chey can
be compared to one another.

The decision about whether to conduct a pro-
gram evaluation is like any other management
decision. The relevant questions are:
® What will I gee out of i?
® How much will it cose?

wenerally speaking, less expensive evaluations
will produce less information. Measuring the ef-
fect of a program on citizen attitudes is expensive
because sound survey rescarch is expensive. Meas-
uring the ctfect on actual crime, as reflected in a
victimization survey, is still more expensive be-
cause not every citizen has been victimized and
several citizens must be interviewed o discover a
single criminal incident.

It a deparment wanes to compare two versions
of team policing or to compare team policing to
some other program, an experimental design s
extremely important «nd should be developed in
the carly stages of program placining. Areas of the
cty wand police persunnel miot be velected to introduce as
little hias v povithle. Preterrably, cach program or
“treatment” will be tried in more than one area.
This will reduce the chance that externad ffecty,
such as changes in housing or unemployment,
will have a ditterent ettece on one treatment ared
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than on others. Personnel will be representative
of the rest of the deparemene. (They will be
randomly chosen or will be selected because of
some unbiased crieerion. They will not be se-
lected because of special abilities or because they
are volunteers.,)

3. Performance measurement.

The cost and usetulness of a program evalua-
ton will depend, in part, on how perfirmance
measures are chosen and how the dara are colleceed
and analyzed. The basic measures of team polic-
Ing are:
® Effect on crime
® Effect on the number of criminals apprehended

and prosecuted
® Eftect on community atticudes
® Effect on police atticudes and job satisfaction
® Etfect on the quality of police service
Data for measuring these objectives can be col-
lected from police and courts records, surveys of
police, surveys of residents and businessmen, sur-
veys of people receiving police service, and by
studies using trained observers to record police
conduce during a tour of duty. Greater detail is
provided in Table I11-1.

4. Internal Management.

Another objective of an evaluation system is to
permit management to identify successtul and
unsuccesstul programs. This will permit manage-
ment to reward good teams, take remedial action
tor poor teams and co identity successful pro-
grams tor pussible use by other teams.

One approach to “internal management” eval-
uation may be illustraced by referring to an eval-
wition syseem being developed by The Urban
Institute for the Atlanta Public Schools.® In a

" that ey duatie syarenn, w houls with sinalar students are peouged
tegether It the students are lear ung sttithoantly moee than g it
s hoais with sunhae sendenes, the son ol recenes o pasitive gl
Fretceaaie e sinticantly below i crage vally tor neparine signals The
leset emenad ettore i Arfanta s exariuntng the posabde usettlnes of
suchtoeatnn to poesenined st severat loel m the hool syatem See
Hasti b Whire, ot o Jie \tiunt, Proet Detedpne Sionads of Relatue
The Uthan losrgee,
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police department, teams or precincts with simi-
lar problems mighe be compared to cach other.
One methad of measuring relative performance of
team commanders is to perform anonymous selt-
administered surveys of the patrol torce, This will
enable rhe department to give each team aset of
signals for cach of the basic parts ot the neighbor-
howd team concept. A cleverly constructed survey
may also give some indication of community
attitudes and even of the amount of corruption in
a neighborhood. For example, ofticers may be
asked about the frequency with which thed are
complimented, insulted or attacked. They  aay
also be asked to estimate the percentage of busi-
ness people who would like to give a policeman a
tp or gift.

A patrol survey should, of course. be inter-
preted together with other measures of team per-
formance (see Table 1=, Changes in crime
rates and apprehension activiey are important in-
dicators. All the other output measures used in
Table 111=1 can also be used in an internal man-
agement s seen.

S. National evaluation.

One type of evalmarion which might be over-

looked by some administrators is a program cval-
uation design to provide information tor other
deparements. Sometimes the department is
“sold” on a program but would like to give less
convineed police administrators a chance to learn
from its experience. A reciprocal program of local
experimentation and information exchange could
be extremely valuable for all concerned.

An evaluation for national purposes may be
litele different from some types of internal evalua-
tion. On the other hand, Federal funds might be
available from the Law Enforcement Assistance
Administ.ation (LEAA) in order to serve this
important national purpose. Whether LEAA de-
cided to fund such an evaluation probably would
depend on:

o Whether the application is for action funds,
discretionary tunds or research funds (National
Insticute of Law Enforcement and Criminal
Justice)

o The cost of the proposal

o The importance of the evaluation, the sound-
ness of its design, and the likelihood that
information cdllected would have value for
other localities.

TABLC II-1. Measuring Team Policing

OBJECTIVE MEASURES

Reduce Crme

Reported Crime data (a rough) measure because of underreporting and possible improvement

in reporting if community relations improve)
Citizen and Business Victimization Studies
Number of stores open after dark
Gross saies of stores open atter dark

increased Apprehension of
Criminals

Number of arrests for each type of crme
Number of arrests resulting in prosecution

Number of arrests resulting in conviction

Number of arrests resulting from citizen information

Time required 10 apprehend perpetrators of serious crimes
Amount of lost property recovered

improve Communy Attitudes
e Fear of crme

Survey of residents and businessmen

o Number of people knowing the name of a neighborhood potice officer
o Atitudes toward neighborhood team policing (and knowing of s existence and purposes)

o Attitudes toward poiice

Number of volunteers, auxihary police. members of supportive block associations
Aftendance at community meetings held by the police
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ORJECTIVE

improved Pohce Attitudes

improved Police Service

Oh

TABLE 1i-1. Measuring Team Policing—Continued

MEASURES

Number of peuple invoived in joint police-community projects

Number of people cooperating with police by providing information or acling as “informants”
Number of people cooperating as witnesses (and percent of people asked to cooperate)
Ctizen complaints or comphments

Attacks on police

Survey of officers end officials

o Attitudes to+.ard supervisors

e Atttudes toward the community

o Attitudes toward different types of police service

o Attitudes related to the concept of a team of professionals

o Job satisfaction

Number of sick days

Number of times sick ieave was taken (the pattern may be important)

Survey of complainants, bystanders or offenders who recently saw a police “contact”
o Satisfaction with service
o Respect police showed to citizens
o Effectiveness in solving the problem for which police action was taken
Use of trained observers
(Same measures as obtained from citizens, pius:)
o Frequency and nature of police-initiated contacts
o Frequency of use of force
o Use of approaches not readily detected by citizens
Referrals to non-police agencies
Referrals actually receiving service
Disciplinary action
Frequency of use of a weapon by team members
Frequency of use of force (not involving use of weapons) by team members
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CHAPTER IV. EDUCATION AND TRAINING

Neighborhood Team Policing creates the op-
portunity to develop a new, more ctfective system
of continuing education tor police ofticers. While
general education at a college or university may
be important in developing competent profes-
sionals, the teams can be developed as a way for
officers to continue their education, both by con-
structively discussing their expericnces and by
receiving job-related inscruction. Education can
be changed from a theoretical exercise into a
process by which otticers work with their supervi-
sors to design o practical, immediately usable
education program.

In addition to creating an opportunity, neigh-
borhood team policing creates the need tor a new
system of education. [t is necessary to involve all
officials and officers in a training program which
will spread the concept of neighborhood team
policing through the ranks. The concept is not
easy to communicate, and a tull understanding s
necessary betore a person can appreciate how
neighborhood team policing contrases with ordi-
nary police practices and how to put its concepts
Into practice.

A. Communicating the Concept

The task torce process, already discussed in
Chapter 11, will involve some officials and otti-
cers 10 the process of writing operational guide-
hines. Unless the department is quite small, many
protessionals will seil not be involved in this task

torce Process.

Two principal methods tor intorming the rese
of the department wn be used:
o Intorming top ofticials firsse and enlisting their
sappore i torming the othcers whom they

&1

supervise
o Intorming ofticials and ofticers together, in

groups of 10 to 20 (group size depends on

one's judgment about the proper size of a

group for communication purposes).

In departments with officials who expect re-
sistance to the new program, it probably is best
to follow the first method: brief them firse.
Through candid and open discussion, program
ideas can be communicated, and officials may
express their actitudes. This will enable cop man-
agement ro place its greatest reliance on officials
who can understand and can cooperate with the
concept. Other officials may be given positions in
which their uncooperative attitudes will not at-
fect department performance. (Of course, opposi-
tion to program concepts need not signify inabil-
ity to cooperate and top management should not
exclude officials from the program just because
the officials are skeptical.)

Even in deparements where officials are brieted
first, it may be wise to include program experts
in the briefing sessions which officials hold tor
their staffs. ! This may insure a fuller treatment of
the concept because two people may often com-
plement one another in their method of present-
ing complex material. Of course, the expert must
be careful to complement the official and not to
antagonize him or undermine the respect he re-
ceives from his staft,

In departments which decide to brict their
members together, regardless of rank, care should
be taken not to spring the meeting on the otticials
by surprise. The purpose of a joint briefing is not
to undermine an official’s authority. Ofticials

"The word  statf v used o thas teport tooecfer o obfieces o ot Ll

wherepart tog supervoe 1o thoucht preterabie oo use this eetmunlogy

hecause sutnndinate’

Sy Nat @ prroper term st ;'nhl( [‘ll'l('\\hlll.ll
Ocbnandy, anassocntc ma daw e o a dovtoe i hospaead woakd nee be

reteered teras o subordimate

tBecause this usaee has beon aelogered, e
will e b teansble eo dosenbe the proup ot protessionads oo statt” or

T prorfsant foonnore conventital teerndig, 0
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continue to ace as supervisors and are responsible
and accountable tor cheir seatts under neighbor-
hood team pohicng. The purpose of the joint
Meeting s to encourage the supervisors” seatfs o
begin thinking of themselves as protessionals and
to begin having the contidence to make consterue -
tve sugpestions to their supervisors.

B. Educating Supervisors

“Communicating the concept™ to police man-

agers is o ditticule task. The principles of leader-

ship involved in a deparemene commiceed o

neighborhood team policing are differene from

erachtional deparements. Above all else, it is im-

portant to communicate the interrelaced ideas

that:

® A muanager is rapunithle tor the performance of
his statt

® A manager is rapumible tor delegating wuthority

to members of his staff

A manager exercises his responsibility by:

—Seteing reasonehle limits on the authority of
his statt

-—Providing incentives, both positive and
negative, tor the pertormance of his scaft

—Obraining reasonable amounts of informa-
tion abour his staft tor the purpose of tind-
ing out how they are performing and
whether they have exceeded their authoricy

—Developing a positive, supportive relation-
ship in which he and his seaft frecly ex-
change ideas and reach mutually aceepeable
decistons aboue most problems

--Holding those statt members who must su-
pervise others reponable tor estabhishing a
reasonable supervisory relationship, includ-
g the delegation of authority, the setting
of limits on that authoricy, providing ap-
propriate incentives, obtaining appropriate
mtormation, and deveioping 4 positive
manigement relationship

GR
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A manager must divide his tasks among his
stafl so chat there is a good maech between the
talents of the staff and che assignmenes given
A muanager s responsible for recommending
that unproductive or counterproductive seaff
members, tor whom no suitable tasks are avail-
able, should be cransferred

A manager is responsible for informing his
superiors aboue his progress on assigned tasks,
about the performance of individual members
of his staff, and about changes in circumsean-
ces chae require a larger or smaller staff for
future operations.

There is, unforcunately, no easy rule to decer-
mine whether authority has been delegated prop-
erly or whether proper limies on the auchoricy
have been set. The problem is similar to che one
taced by appeals courts in reviewing decisions by
courts of original jurisdiceion. The appeals judge
determines: (1) whether che original court has
intefpreted che faces in a rewsonable way, and (2)
whether o rule of law, which must govern all
cases, has been improperly applied by the original
court. The purpose of review is to permit most
cases to be decided by the original courts, as chey
must because of the relacively few appeals court
judges. Therctore, the appeals court is engaged in
the process of seeting rewsonable limits. It must not
do everything by itself. It also must not permic
the original courts to bebare unreasonably.

1. Methods of educating supervisors.

Cincinnati, betore implementing its ComSec
program, arranged for all supervisory personiiel
involved in the project to take a course on the
management of organizational change at a local
university. Any well-taught course which dis-
cussed participatory management or delegation of
authority would be usetul. Courses designed spe-
citically for police managers, with examples from
police adminiseration, would be the most use-
ful—but other courses mighe include non-police
students and cthe interaction with these scudents’
might enrich the course.



It is imporeant that the management educa-

ton:
o Deul with speattic examples rather than gen-
eral principles
o Permir the police managers to participate,
question one another’s attitudes and responses,
and contribute their own experiences.
The lecture method should be used intrequently.
for several reasons. Firse, it tends to involve and
motivare the student less than other methods.
Sccond, it is an “authoritarian’ teaching method,
which assumes that the teacher knows and the
student does not. It may theretore ranforee the
eraditional attitudes of police managers, who may
continue to use leceuring as their principal man-
agement techmque. Third, it misses the opportu-
nity for the teacher to give the class experience in
how to handle management situations through
tole plaving or other participatory techniques.
These technigues would involve the students and
provide tor them an example by which to govern
their future actions G nunagers.

Consideration also should be given to using
filmed or taped situations as the basis tor class-
room discusston. The National Criminal Justice
Reference Service of the Law Entorcement Assist-
ance Administration would be a gowd source trom
which to get a current listing ot available mare-
rials for specitic subjects of interest.?

2. ‘Teaching specific skills.

Some specific management skills are required
by neighborhood team policing but not by other
systems. The team commander, tor example, can
protit trom intormation about:

e How to run meetings

e How to allocate manpower proportionate to
- reeds

e How to develop a meaningtul description ot a

netghborhood for the purpose of designing a

responsive, comprehensive policing program

DA re fo the Natonasl Cermnad Juserce Reterence Servees Wonhing
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e How to enlist support from the community
o How to analyvze crimes in order to:
w=Uncover pateerns of crime and devise appro-
Proate strategies

—Increase the eftectiveness of tollow-up inves-

tigations which may be done by his team

——Decide whether to reter the crimie to another

unit
e How to conduct and to supervise mvestiga-
tons
e How to conduct local community relations
programs.

Because ¢ h deparement will have ity own
version of neghborhood team policing, a tull
listing of required skills would not be feasible.
The planners ot he traiming program should
review the masar. . ment tasks described in this
book--—particalarly the tasks set tor team com-
manders in Chapter VIO page 80—uand  the
guidelines being prepared by the deparement’s
task torce. The training program should be
geared to provide the information indicuted by
this review. However, care should be taken to
ditterentiate between:

e Skills needed by all team commanders
o Skills needed only by team commanders in
certain neighborhoods. (For example. the con-

Jduct of vice investigations or the ability co use

simple conversational Spanish may be of use to

some commanders, but not to all.)
skills needed only 1 certain neighborboods can
be provided as part of the continuing education
program which is conducted within cach neigh-
borhood team.

C. Continuing Education

The neighborhood police team is an excellent
seeting for on-the-job education. Team mectings,
directed by the team commander, provide the
opportunity for police professiorals to learn trom
one another’s experiences.

Through these team meetings. the need tor

6L
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ditterent Kinds ot education may surface. For
example, 4 recurring problem i dealing with
famsly disputes involving chaldren mighe suggest
the need tor special training. Speatic deticiencies
in knowledge of the law or of appropriate investi-
gatuve techniques might be discovered. When
these deticiencies are common in the team, one or
more team meetings might be set aside tor appro-
priste eraining. The team commander shoukd
work together with a traming expert or consule-
ant to decide how the subjece matter mighe bese
be presented. If only one or two team members
have the problem, the commander may be able to
arrange for instructional sessions with those indi-
viduals, perhaps together with otficers with simi-
lar problems from other wams.

Another way to identity edacational needs is
through the team planning or supervisory proc-
esses. In planning ro meet a neighborhood prob-
lem, the commuander and the team may feel that
their own solation can be improved. In that s,
the team commander should consule with his
supervisor, with any department planners, and
with department educators or tramers. Some-
tomes the tramners may be able to suggest an
approach because ot therr knowledge ot 4 disei-
pline or method not known generally in the
department.

Sometimes an educational need will be more
general. For example, a team may seek increased
knowledge of the caltare of a group of people
Living 1n the neighborhood. A carricatum could
be devised by the team commuander and erainers.,
inclading direce contaces with the cultaral group,
arranged tsuch a way thae the contaces will also
toster the community relations program ot the
team.

Some team meetings may be addressed o ac-
quirmg detatded knowledge of local resources
which can be used in place of arrest. For example,
narcotics program othicils or pacients mighr be
tnvited to partcipate i a panced discussion so that
the team would ger o balanced picture ot when
reterrals mighe be appropriace and what Limita

70

tions there are. For similar reasons,  representa-
tives of police department specialites could be
mvited toappear. Te might be parcicularly impor-
tant to keep the team mtormed about corruption
hazards or organieed crime activity in the neigh-
borhood or closely surrounding areas.

D.  Organizing Training Resources

A program of continuing education places
seresses on i deparement’s educational resources.
To tacilitate the process—especilly in the carly
days of & neighborhood team policing program--—
cach grou, ¢ five to ten teams should have two
trainers assigned to it on a regular basis. One of
the trainers might have a police background and
the other mighe be skilled in educational meth-
ods.

Trainers should work regaiarly with the teams
and their commanders. To aid them in locating
asctul macerials, they should have aceess to g
Librarian or media specialise (either hired by the
deparement or made available by the city). Mate-
ruals they prepare should, if they have potential
general interest, be methodically tiled and made
avatlable to other traners and to team commuand-
ers directly. The trainers also shoakl meet regu-
larly to exchange deas and discass problems or
“aases” which have arisen in the course of their
protessional work.,

. Coordinating trainers and planners.

There s a0 dose parallel beoween problems
contronted by deparement planners and by train-
ers, at feast for part ot the educational program.
Crime control planning, done at the eam level or
at higher levels in ehe deparement, may start with
demographic and crminological faces that are of
great use to trainers. The tramers may also de-
velop materials that will be asetul o planners.
Consequently, there should be a ddose liaison
betweer tramers and planners.,
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2. Use of team resources in the training
program.

It there are members ot the neighborhood team
who have special skills, they should be used to
educate other members of the team. People are
more iikely to histen to an expert whom they
know and respect than to one they do not know
(providing chat the team member can communi-
cate clearly, can work with an education expere to
provide a persuasive delivery and can command
the respect of other team members). fe s espe-
clally imporeant to give the team’s detectves an
opportunity to teach investigative skills.

3, Use of outside resources in the training
program.

Resourcetul team commanders may tind that a
varicty of experts will be willing ro provide tree
mstruction to his men. These experts may be

employees of other police divisions or govern-
mental agencies that are willing to cooperate, of
they may be teachers, neighborhood residents or
businessmen who are interested in helping cheir.
police as volunteers. Using resident experts as
volunteers may also contribute to a positive com-
munity relations program.

W hen free resources are not available, the team
commander should request the department to
provide him with specified paid consultants. He
snould describe the necessary talents and, if pos-
sible, suggest one or more acceptable instructors.
The department should construce guidelines on
the frequency and types of requests that will be
met. set aside funds for this purpose and establish
procedures to meet requests quickly. Decentral-
ized budgeting, in which cach team commander
or cach manager who supervises team command-
ers would have his own budget, would facilitate
this imporeant process.
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CHAPTER V. SUPERVISION AND LINES OF AUTHORITY

Neighborhood team policing has implication
tor how apolice department should be organized
including the problems of supeevision and man-
agement tcommandy. This cheyer shows how
accepted organizational principles should be ap-
phed toa department organizing ieselt tor ette -
tive neighborhood team policing,

A.  Accepted Organizational Principles

1. Unity of command.

The basic organizational principle ot unity of
command, as stated by Wialson and MdLaren.
applies toa police department whether or not e is
using nerghborhood team policing. That princi-
ple states:

th that onlv ane man be an complete cemmand ot
cach situation and €23 that onhy one man be i direct
comnund or stpervision of each otticer. Contusion 1s
created when maore than ane supericee undertakes inde-

pendent commuand of an operation pertormed by sev-

eral subardiates or when a subordinaee receives orders

trom muore than one supergor !

The principal exception to this ruke also applics
under neighborhood team policing:
A the scenc ot a crme, explosion, or ather catasero.
phe the superior oy destand, and should re-
OV e s inhance i pertormimg essential tasks trom
Aty deser otfrcer regardless of the unee ro which he s

recularly assiened

2. Unity of command in emergency situations.

fe 1s obvious given the numerous demands made
on police response. that an otticer’s immediate
superior will noe be avaalable tor every emergency

TN L oo N e e Vol
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situation Sometimes the superior will be super-
vising patrolmen at another situation, Sometimes
the superior will suddenly become sick or will
suddenly be placed on a temporary assignmen..

A properly triwined, firse-class ofticer will not
need supervision for every emergency. Only large
sctle emergencies probably require an outside
superysor o bring about the necessary coordina-
tion; and deparements will difter in the exeent o
which they are willing to let cheir otficers—given
their present state of preparedness—take respon-
sthility tor handling emergencies on their own.

Wilson and McLaren state that the principic of
unity ot comnmuand is not vielated, in an emer-
geney, because:

the sapenior otticer s, g sense, speaking for the
commuanding otticer ot the subordinate, ordering him

to do what his commander would require ot him were

he present an person

Application of this principal is critical, however,
it neighborhood team policing 1s to survive be-
cause the officer’s team commander has already
estal “ished objectives and tactics that are specific
to his neighborhood. I another officer takes com-
mand i an emergency wichout knowledge of the
team commander’s objectives, he can interfere
with the police program tor that area.

3. Principle of professional respect.

The most important prindiple for . non-team

otficial to follow it he has to supervise a team

member is;

® Do not interfere with an officer’s performance
unless his actions « ¢ anveavinable or he is in-
capable of hendling rhe sicuation.

This prinaple will prevent itericrence with

team goals, and e aloy will toster the sense of

W s N T P
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independence and pride in- pertormance: which
neighborhood team policing strves to develop.

in st situations, the tearmn member can ben-
et trom bemg pernnteed to ey s approach.
The offictal can give Constructive suggestions
ateer the mordent s over Te s onlv when the
sicuation s bemg seriously nushandled s out
of hand chat the otteal mact step o so that
iereparable harm will neotoccur. While thas prim-
aple of supervisory restraint may resule i some-
what poorer pertormance w the find nadent, e
should enable the team member to learn trom his
expericnce and to improve s pertormance. [t the
ofticer disagrees with the ottical’s advice or it he
finds 1t particularly usetul, the inadent may be
brought up at o team meeting so that other
otticers may discuss the situation and learn trom
i

4. Principle of supervisory conrdination.

To reduce the trequency ot contradictory orders
emergeney situations, some method should be
developed so that:

o Supervisors will know the importaat Jdetails ot
the programs of tearns whose members they are
most likely to have to supervise i emergen
ciess and

o Supervisors will mtor: one another about an
ofticer's exe ol pertormance, whether good
or had. so that the otficer's immediate superve-
sor may be mtormed about b pertormance
and can take appropriate acton, cludimg re-
wards or remedial action.

The simplest methad tor this kid ot coordimae
fon s to have o sigle superye or T nmanager )
responsible tor about five o seven tean com-
nranders. This s approsimately the number ot
ettt which would be stadfed moa tvpical urban
precines o divistons dn aldition to supervisiry
these commanders., the marager should fiahare
communicatton among then. He should receve
wsetal ntornaron and hold

reports. crculate

mectimgs of tea comnunders

S. Principle of territorial responsibility.

The most important organizational princple
Ll by team policing 1s that the team com-
pandder s respaniole and wcomentable tor all condi-
tions and police programs in his neighborhood.
Fyven ot there are othor unies acting within the
same neighborhood, the team commander should
(At a4 mnmum);

o Conter with commuanders of the other units,
preterably betore they take significant actions
in his nerghborhoaod

e Be intormed of the actions taken within his
neighborhood either by individual ofticers dis-
patched there from other areas or by outside
units (intormation should be provided by the
cornmander of the unit, by the members of the
neighborhood team and by other otticals who
learn about exceptionally good or bad actions
taken by the outside unit)

o Report to the department about the impace of
outside units on his team’s program.

Some departments may decide that rerritorial

responsibility is so importane that che team com-

mander should have authority over all unies in his
netghborhood.

Obviously, it the prindple ot territorial re-
sponsibility s to have substance, the team com-
mander must have both practicdd and theoretical
control of police activities in his arca, Exceptions
to this principle should be rare and should be
made with tull awareness ot therr impace on the
neighborhood team pohicing program. When ex-
ceptions are made, every ettort should be made to
reduce the potentally destructive ettece that the
exception might ave on the wam commander’s
pl.uls.

B. Live of Authority

Lines ot authoriey should be organized so that:
o The team commuander will not tace contlices
with other otticrds having the same rank
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e No other regular field commanders will have
responsibilities which contlice with the team’s
responsibility tor its neighborhood.

There may be a variety of ways to organize the

deparement to tie these requirements. Three ex-

amples, presented in Figure Vo 1L are discussed in
the subsequenr texe in order to illustrate how
these principles might be apnplied.

1. Preferved methud of organization.

In the preferred method of organization, the
manager (think of him as a precinet commander
or division commander) has only seven men to
deal with direetly: his tive team commanders, the
commuander of his clerical or administrative sec-
tion, and the commander of his special units (if
there are any). The team commander has as high a
rank as any other otficial reporting to the man-
ager, ¢.g., the manager may bea captain and the
team commander a licutenant. He should have
few problems with other police otticials issuing
contradictory orders. He has no important re-
sponsibilities outside of running his team. The
organization is very simple, and the supervisor's
tasks have been reasonably organized.

. Internal vyganization of the team. Under the
preferred method. the team commander has a
higher rank than any other otticial in his team.
Within the team. the commander may have three
or tour lower ranking supervisors  (sergeants)
among whom to delegate the tasks required of
him. These ofticials may be given work sched-iles
so that they are likely to be available to handle
important team business in the absence of the
commander. They may be ased to handle emer-
gencies within the neighborhood, to conduct
routine tield supervision (see below), to manage a
community relations campaign, to invesrigate or
assign uthers to iny stigate deparemental or citi-
zen complaints, to stady crime patierns, to pree
pare training materials, to develop work sched-
ules for team members or to handle any other

jement of team business. On shitts to which the
team commander does not assign any officials as

supervisors, he may designate one or more ofticers
to be responsible for supervising within the
team’s neighborhood.

b. Shift supervision. There are, basically, two
reasons to have shift supervisors: (1) so that a
reasonable allocation of manpower among “see-
tors,” “beats,” or “neighborhoods™ will be ac-
complished on that shift, and (2) so that a super-
visor is available to handle emergencies requiring
the presence of a supervisor. Under the preferred
method, both of these problems may be handled
through:

e Advanced planning by the manager

e A contingency dispatching plan for officers

e A supervisor dispatching plan.

Nu provision need be made for designating shift
SUPLIVISOLS.

The manager can coordinate the allocation of
manpower among neighborhoods by reviewing
the allocation plans of each team commander.
This review will show how much manpower is
planned by cach team for cach hour of the day. Tf
the plans call for unreasonable allocations, viewed
from the manager's standpoint, he may call for
appropriate adjustments.

Sceond, because the major uncertainty in this
adjustment process is predicting sick leave or
court time and because these events are hard to
predice, contingency plans must be adopeed. The
first line of contingency planning is within the
team. In cases of extended illness or predictable
court assignments, the team commander should
shift his personnel allocation. The second line of
contingency planning is a decision to use a contin-
cency dispatching plan.

Unaer a contingency dispatchitng plan, a team
area which is uncovered becomes the secondary
responsibiliry of all surrounding neighburhood
teams. Secondary responsibility means that non-
emergency calls in the uncovered neighborhood
will be handled (without any wiidng period) by
cams trom ueher ureas whenever they do not have
emergency or non-emergency calls pending in
their own arca. Of course, emergency calls would
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continue to be handled os before—immediately,
by the closest available unit. The decision to
implement a contngency dispatching plan can
oceur automatically, whenever disparch is noti-
fied chat there are no team members covering a
neighborhood. or it can be implemented by dedi-
sion ot an otticer or official designated in advance
by the munager as responsible for a shift.

c. Supervision of emergencies. Under the preferred
method of organization, emergencies ordinarily
would be handled by ofticials or officers who:
® Have been designated by their team plan to be

on duty ac chat time, and
® Have been designated by the manager to be

responsible tor emergencies during all or pare

of his tour of duty.
The manager would review team plans to deter-
mine the availability of team commanders or
designated supervisors during ditferent time pe-
riods. The manager can then set up a supervisor
dispitching plan. Team commanders would be
dispatched only if no other supervisors in the
teamn (including ofticers designaced to be supervi-
sors) were available tor call. However, all on-duty
supervisors would be available to be disparched
and should be tuned to the ofticial freqaency or
have a reliable methed of learning about a dis-
patch assignment. The tirst available supervisor
in the dispatching plan should be dispatched if no
supervisor assigned to the neighborhood is availa-
ble and. in the opinion of the dispatcher (or on
the request of an officer), a supervisor is needed.

“"Emergency” should be narrowly defined. To
encourage ofticer responsibility, officials should
be dispatched only to sizuations which are so
large that coordination is required, so risky that
they are likely to gee out of hand, or so difficule
that an ofticer requests supervision. The higher
tne level of rrotessional competens e, the narrower
the detinition of emergency should become.

d. Fuld supervision. Daily field supervision
should be the responsibility of the team com-
mander and lower ranking ofticial or otficers des-
wnated by hum to be supervisors. Field supervi-
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sion should not consist of “taking over.” The
supervisor is there primarily to make subsequent
constructive comments on the performance of the
officer or to ofter advice it it is requested. Each
situation should be considered to be part of the
otficer’s continuing education; the comments of
the official are pare of the “feedback” process by
which the officer may learn about his effective-
ness.

Because supervision is a learning process, it can
be schduled as the team commander decides and
need not be provided on every shift. Occasion-
ally, a team commander or second level supervi-
sor may conduct “'spot checks™ of officers without
announcing that he plans to be present, as a way
of sampling officer performance.

e. Specialized units. To prevent conflicts with
team commanders, the specialized units should
be as small as possible and ordinarily should be
commanded by an official with a lower rank than
a team commander. They should exist only when
the manager (precince or division commander)
thinks that they are varranted. Examples of spe-
cial units, some of which might be organized for
a short period of time and subsequently dis-
banded, are: special plainclothes unit (for opera-
tions requiring greater anonymity than can be
obrained by neighborhood team members work-
ing in disguises within their own neighborhood),
training unit (nne-to-three people, organized to
provide trai  assistance to team commanders),
commur ations officer (to supervise the
preparat. materials to be used by team com-
manders and to organize large meetings), plan-
ning ofticer or collator (to collece and analyze
material of use to team commanders and to advise
team commanders while they are learning how to
plan) and an internal investigations officer (to
report to the manager about serious incidents or
conditions involving corruption. )

These tunctions may be combined. For exam-
ple. the sume individual mighe act as a craining
officer and planning ofticer, provided that he s
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capable of pertorming both functions simultane-
ously.

2. Acceptable method of organization.

This method is unwieldy and is considered
“acceptable” only in those departments which
think 1t desirable to retain the traditional system
of around-the-clock shitt commanders. In this
mcthod, lower level supervisors (licutenants and
sergeants) wear ewo hars. In one capaciry, the
lieutenant 1s 4 team supervisor, and sergeants are
part of his team. In another capacity, the heuten-
ant is a shift commander (responsible for patrol
operations) and the sergeant is a patrol supervisor
tor the preanct or division. This gives the lieu-
tenant and sergeants divided doyalties between
therr dutics in charge of a team and their duties in
charge of a shitt.

The arrangement has the advantage. compared
to the unacceptable method, that no important
otficial 1s outside the team program entirely. At
the very least, every ofticial is exposed to the
operation of une ieam and should become tamiliar
with team concepts and practices. Thus, it be-
comes less likely that an otticial will unknow-
ingly issue orders which undermine the team
prograni.

w. Duceding the taiks in the team. Because in the
“acceptable method” the licutenant must divide
his time between the team and other duties, it
may be desirable to have some other otficial des-
ignated as a4 full-time team commander or team
leader. P-cterably, the tean commander’s rank
should be higher than the other ofticials he s to
lead, but a senioriey ditterenciad or,ina progres-
sive department, the assigrment ot increased re-
spensibility may be all that s necessary tor the
ofticial to exercise etfective leadership. The ream
commander might be a “master sergeant” or just
an ordinary sergeant who retains that rank but
has increased supervisory responsibilities.

As in the preterred method, the team’s tasks
should be divided amopg the: seam commander.,
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other sergeants and members of the team. The
assignment of lieutenants and sergeants to the
teams is an advantage of the acceptable method,
compared to the unaceeptable mechod of organi-
zation.

b. Shift supervismn. Shift supervision in the
“acceptable method™ should be handled exactly
the same as in the preferred method, with the
exception that when a lievtenant serves as shift
commander, he probably will have the authority
to institute a contingency dispatching plan.
Hopetully, this authority will be exercised in a
more thoughttul manner because of the ticuten-
ant's direct involvement in the team policing
program.

3. Unacceptable method of organization.

Under the “unacceptable method,” the team
commanders represent one aspeet of tield opera-
tion, and a second supervisory structure—organ-
ized around shifts—coexists with the team sys-
tems. The shift supervisors (licutenants and ser-
geants) are not assigned to teams. Their motiva-
tion, therefore, is ditticule to relate to the team
concept. Furthermore, the manager, who is the
supervisor of the team commanders, 1s also the
direct supervisor of the shift commanders (licu-
tenants), resulting in an unwicldy span of con-
trol. This arrangement creates contlicting author-
ity structures, contlicting areas of sclf-interest
and an administrative environment almost guar-
anteed to prevent team auonomy and responsi-
bility. The problem can be reduced by having a
“director of tield operations,” but this will fur-
ther fragment the precinct and wall requice pay-
ing an additional supervisor.

[t is possible that an extremely torcetul super-
visor could get this “unacceptable method™ to
work in a coordinated, successful way. However,
there s litele reason for an individual to be given
such a difticalt leadership task  Netghborhood
team policy <hould not be attempted ender such a
structure.
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C. Recurring Tasks

In general, otticers operating under the team
svstem should:
® Mot be utilized tor clerical functions that can

as readily be done by personned not assigned o

teams, and
® Not be given assignments that keep them oue

of the team area.

Team members are professsonals and should not
e given assignments that can readily be done by
less qualitied individuals. Police otticers should
rarcly. it ever. be used to chautteur imporeant
visitors or to deliver mail. They should generally
not be asstgned o records tasks, clerical duties,
reception desks, keyv-punch operations or to any
task chat can be accomplished etticiently by a
clerk or computer.

Team members soon learn to identity with

therr neghborhood and to develop a sense of

“rerritorial imperative” or a tecling of responsi-
bilitcy. They resent being given assignments

which divert chem from cheir primary task. Of

course, unpredictable needs will arise and must
be met. For example, there may be a demonsera-
tion, & need to protect a visiting dignitary or a
large disturbance. For these tunctions, team
members may be used. However, it these assign-
ments occur wich great regulariey, then consider-
ation should be given to establishing a “special
asstgnments unit.” This unit would have as its
primary responsibiliey the handling of these spe-
cial problems. On occasions when the expected
demand tor the unie's seevices did not material-
e, they would have a secondary assignment,
such as assistingt the training otticer or the plan-
ning othcer or a team commander.

The team commander should be alere to situa-
tions when team members are being used tor non-
protessional tasks or tor recurring special situa-
tions. He should all these sioaations to the ac-

tention of the deparrment. suggest remedies if

they are bevond his coneroi, or devise special

remedies  such as a squad of “Hoaters ™ ——1t the
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problem is within his control. Sometimes tempo-
rary measures, such as recruiting civilian volun-
teers, may be used to fill a need while the depare-
ment s reacting to the supervisor’s suggestions.

D. Lines of Authority for Detectives

Detecrives should be assigned to teams for
nmany reasons. They can teain the patrolmen.,
They can discover crime patterns which they
would not themselves pereeive if they were work-
ing on crimes trom a larger geographical area.
They can help detece crime patterns to aid in
team planning. They can assist the patrol ofticers
in developing intormers and contacts, and they
can receive similar assistance from the patrol
otticers.

Assignment of detectives to work with a team
commander also is required by the principle of
territorial responsibility. It a team and a com-
mander are to be responsible tor conerolling crime
in the team arca, then they should have control
over a substantial pare of the process—which
involves prevention, investigation, apprehension
and case preparation. If they lack that control,
then i s harde to tix responsibility for the crime
control tunction. The failure mighe be due to a
detective division which is out of the control of
the team.

Ot course, some detective centralization and
specialization may seill be aalled tor. Homicide
investigations tend to be lengthy and may best be
conduceed by a special division. Organized crime
investigations require 4 citywide sceie that dic-
tates a central unie. Some burglars and robbers
operate over wide arcas. calling for retention of a
core ot centralized burglary or robbery detcetives,
even though o majoriey of chese units mighe well
be reassigned to neighborhood teams.

For tull implementation of this reconimendi-
tion, the ream’s detectives should be supervised
dirccely by the team commander. However, it
this represents an unaceeptable change i their
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status, detectives could continue to be evaluated
both by the team commander and by the detec-
tive division. If that arrangement is still thought
unacceptable, detectives could be considered as
simply coordinating their efforts with team com-
manders. A conflict between a detective and the
team commander could be resolved by the man-
ager.

If the integration of detectives into the patrol
division is even more strongly resisted. rhe de-
partment could provide an appeal mechanism. In
that case, conflicts between detectives and man.
agers could be resolved by some higher level
commander in charge of both detec-ives and pa-
trol, or by the Chief. This arrangernent should.
hopefully, be an interim arrangement only. It is
even more unwieldy than inaking the manager
the direct supervisor of detectives, and it creates
an inefficient, parallel chain ot authority within

the department—making added work for supee-
visors and diluting the responsibility accorded to
both team commanders and their supervisors.

Ultimate goal

Ultimately, the integration of detectives into
the patrol division should improve the morale of
the department and create greater commitment
to common goals. Detective-patrol rivalries will
be reduced. Patrol officers gradually will become
better trained in investigation. Detectives as-
signed tc teams will be one form of recognized
specialty—along with other specialists. such as
training, community relations, and family dis-
turbances. Officers could then enjoy reputations
based on their performance and not based on the
division to which they are assigned or to thetr
rank.
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CHAPTER VL

A team comminder s responsible and account
able tor.
® A tcam ot protessionals
e A ncighborhood
A team comnmuander’s jubas to motivate his ceam
to provide ettective police service. He must;
e Motwvace his team members
® Detine appropriate tasks tor the team to ac-
complish
® Allocate the tasks to the team members who
are most suited to them
® Allocate enough resources to handle police ser-
vice aalls on ditterent days o the week and at
ditterent rimes ot che day
® lmplement programs o increase the knowl-
cdges skills and ettectiveness ot s ofticers
(chrough special traming, team meetings, and
strect supervision?
® Intorm the department of yecie/ needs which
require more resources, ditterent resources or
other speaial action
® Intorm the deparement of successtul programs
ot potential use to other team commanders
e Intorm the deparement periodically about
team goals, progress in wchieving goals, prob-
femis which have arisen, and ettectiveness of
cach team member
o Continuowly revise all of his program- in
order to:
~Improve existing programs
— Aduapt ro changimg condicions 1 the neigh-
borhood
~-Fit the work of the team to the changing
preterences of team members Gncluding
bath new and old members).

In accomphishing his objecoves, the team
commander shares proporcionacely in the depare-
ment’s resources. It he s shore-handed, so oo are
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RESPONSIBILITIES OF A TEAM COMMANDER

other communders and supervisors in the depare-
ment. B deparement resources are decreased, he
must sutter his share of the cut and must attempe
to keep his otficers motivated. If department
resources are increased. then he will share in the
beneties.

A, Meeting the Needs of the Neighborhood
In the list of responsibilities for a team com-
mander, no mention was made of the need to
develop a sound community relations program,
to provide police service, to control crime, and to
control misconduct within the team. These are
basic objectives of the neighborhood team pro-
gram and rhey govern all other tasks. Accom-
plishing these objectives 1s the purpose for moti-
vating the team, detining tasks, allocating re-
sources and tultilling all other responsibilities.

B. Motvating Team Members

There are three ways of motivating team mems-
bers: (1) by icreasing their importance in
achieving team objectives (increasing intrinsic
“job satistaction™), (2) by improving the condi-
tions of work Gmproving “job conditions™), and
(3) by using rewards or punishments as incentives
tor good pertormance. The team commuander has
an advantage over tradicional police managers
braause he has tewer ofticers to supervise and
greater Hexibiliey in organizing their eftorts.

1. Increasing job satisfaction

One wav 1o increase an otticer’s job sacistaction
1s totrear him wiech respect. Fhs adeas should be

heard and his wsetal soggestions accepted. The
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commander should mvite criticism of his actions
in order to gain a dearer prcture of how the team
is reacting to his leadership.

The team commander should not always as-
sume that he knows the best way to do things.
Whenever possible, he should et team members
do things their way—waiting unnl afterwards to
make constructive suggestions. On the other
hand, he should be aware that his suggestions
may be very usctul to team members. Team
members should be invited o ask for help when-
ever they are unclear aboat how to proceed. Sug-
gestions should be ottered trecly—providing that
there is no implication that the suggestions are
intended to be binding.

This method of supervision will not work tor
all team members. First, the team commander
should try to get individual team members to
acept increasig responsibilities. Bue it he does

not succeed, he should not continue acting as it

the individual were capable of responding as he
would like. The team commander should be alert
to how individuals are reacting to him. Orders
may be written out. it necessary. Individuals who
require attention should receive it. However, of-
ficers who continually require an inordinate
amount of attention should be recommended tor
transfer.

a. Deteloping specraltics. One way that a team
commander can show respect tor his ofticers is to
be aware of their capabilities and their interests.
He should capitalize on their capabihities by mak-
ing assignments which tit those capabilines. A
training program should be designed to increasy
an individual’s expesure to problems which inter-
est hin.

For example, if there s a good public speaker
in the team, he mav be asked to particpate in
important commumty meetings. If there 15 a
good investigator. he may be given a chance to
investigate. If someone has many friends and
contacts in the community, encourage him to
provide the team witn usctul information tor

preventing crime or apprehending criminals. Tt
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someone is clever in using disguises, use him tor
undercover assignments.

Members of the team who have special interses
should be made into specialists. For example, it
someone’s special interest is in psychology, he
may take disorderly calls or” tamily disturbance
calls whenever there are two or more unites availa-
ble (have him call the dispatcher to requese that
the call be assigned to him). He may also tollow
up on tamilies that repeatedly requese service. 1t
possible, he should pursue this interest at the
training academy or at a nearby university. As he
gains expertise, the individual should lead team
meetings on the subject in which he has special -
ized. If he has good ideas about referring individ-
uals to non-police agencies, he should be asked to
draw up guidelines which may help other team
members to understand his approach. The guide-
lines should be reviewed, criticized, revised and
distributed.

b, Flexible. vesponsive leadership. The team com-
mander should be aware of the dittering needs of
cach of his tcam members. While the general
advice just presented may be ot use to him, the
commander should realize that leadership is not a
science. Leadership depends on an appreciation of
all relevant circumstances, including the jobs to
be accomplished and the protessionals who are
being led.

The best check on poor leadership s for the
teain commander to observe the effect of his
leadership actions and to revise his methods ac-
cordingly. He should examine his techniques to
see whether he was responsible for unfortunate
events. such as somcone musinterpreting his
guidchnes, someone quitting the deparement, or
someone becoming noticeably unhappy about his
job. He should also examine his methods to
determine which ones have helped to produce
ettective policework or satistied,  productive
protessionals.

The team commander should not be unduly
disgruntled it the team does not live up to his
expe tations nor too pleased it 1t exeeeds expecta-
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tions. In judging his own performance, he must
try to judge how the team would have performed
under someone elses leadership, Excellene otfi-
cers may pertorm well with mediocre leadership.
Poor ofticers may improve only slighely with
good leadership. Both excellent and poor ofticers

may be influenced by the level of ditticule. of

policing in the team’s neighborhod. Theretore, it
is important to ask how the team is pertorming
ditferently becanse of its supervisor.

The manager (precinct commander or division
dircctor) should assess the team commander’s
methods and suggest how to handle ditticule
problems. Hopetully, the manager will be as
open with the team commander as the team
commander 1s with his protessionals. A construc-

tive relationship with the manager will increase
the chance that the team commander will be able
to learn trom his experiences.

2. lmproving working conditions

In most departments, the casiest single act
with which a team commander can take to in-
crease his acceptance is to schedule working hours
to meet individual needs. He can make life casier
tor his own men, making it more likely chat chey
will be phesically and meneally prepared tw per-
torm ettectively. First, he should conduct a care-
ful, systematic survey of officers’ assignment
preterences. He can adape the form presented in
Figure VI-1 to his own use:

FIGURE VI-1. Assignment Preference Form

Please keep this form current. It will be used to help decide what assignments you will receive. When your preferences

change, piease file a new form.

DATE: .. _ .. .
Reason for Filing: (indicate reason)
Fuist time tform has been filed:
To change the following items.
I Perterence for Hours of Assignment

A What percentage of your working time would you like to spend on each of the following shifts? (INSTRUCTIONS: (1)
Do not request more than twenty percent of your ime on any one day of the week, (2) Make sure that the tota/ of all
percents equal 100. (3) Use penci so that you can correct your lirst impressions—then use pen to indicate your final

choice, (4) Use another form it necessary.)
Monday Tuesday
Midnight ~ 8 am.

8am -4 pm.

4 pm. - midnight
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Wednesday Thursday

Frnday Saturday Sunday
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FIQURE Vi-1. Assignment Preterence Form (Cratinued)

B - If you can not got the assignments you have just requested. which 18 more important to you (Check one on

gach line)
1 avoiding Sundays avoding midnight - 8 a.m. (any day)
2 avoiding Salurdays avoiding midnight - 8 a.m. (any day)
3 avoiding Saturdays avoiding Sundays
4 avorting Sundays avoiding 4 p.m_to midnight (any day)
§ avoiding Salurdays avoiding 4 p.m. to midnight
6. avouding mudnight - 8 a.m (any day) avoiding 4 p.m. to midnight (any day)
Cc List three eight hour tours of duty which you most want to avoid:
1
2
3.
0 Indicate. by putting an “X " on the line below, the importance of:
e your wurking hours, or
e the kinds of assignments you get (see Section |i of this form for examples of types of assignments).
L]
working hours tnuch more important both equally important types of assignments much more im-
than typeas ol assignments portant than working hours
£ indicate your order of preference by placing numbers in the foliowing bianks. Use "1” to indicate your first
choice
steady shifts
weekly change in shifts
change shifts every two weeks
change shifts every month
F. indicate. by putting an "X" on the tine below, how much c:fference it makes t0 you whether you work:
edpm to12pm
e 6pmto 2am
L]
greatly prefer 6 pm to2am no ditference qreally prefer 4 p.m. to 12 p.m.
i Preference {or Types of Assignment
A It you could divide your ime among the following assignments. what percem woind you spend on each?

(INSTRUCTIONS- (1) Use pencil for first impressions and pen for your final answer: (2) check that the total
percent for all answers adds to 100, (3) put one number. from 0 to 100, in each blank.)

UNIFORMED PATROL
Two-othcer car
One-officer cat
T'wo-officer foot patrol
One-othcer toot patrot

COMMUNITY RELATIONS
Attending citizen mestings
tinctuding meetings of potentially hostite citizens)
Preparing publicity releases

a7
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FIGURE Vi-1. Assignment Preference Form (Continued)

PLANNING
Preparing reports about team oparations
Analyzing crime data in order to develop strategies and tactics
Preparing work schedules and assignments

INVESTIGATION
Folilowing up leads. interviewing witnesses, assembling evidence. wrling reports . ... . ..
investigaling citizen compiaints about feliow ofticers
investigating citizen compiaints about crime conditions
UNDERCOVER
Plainclothes pa‘rol
Stakeouts

TRAINING
Praparing materials for team meetings

TOTAL. 100

v 8 What special skills do you have?
1. Special academic traiming (specity)

2. Foreigr. languages (specify)

3. Public speaking (specity)

4 Investgating cnmes (specity)

5  Speciai knowledge of this team s neighbothood (discuss):

8
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FIGURE Vi-1. Assignment Preference Form (Continued)

8. Other (discuss any skill you think might heip the team).

C. What specialty would vou like to develop? (If you check more than one, indicate your order of preference:
1.2,34) '

investigation ... . . ..
Community Relations
Crisis Intervention (calming down fights, designing ways of dealing with families who often call the police)

Crime Analysis and Planning .. .. _ ...
Other (specity)

D. Are there any types of assignments which you would like to avoid? (<pecify)

The torm suggested in Figure VI=1 will not  will help greatly. On page 87, below, there is a
solve the team commanders problems about alto- discussion of how tasks should be assigned o
cating personnel and giving assignments, but 1t ceam  members, and on page 8. there s a
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discussion ot how resources should be allocared o
ditterent days ot the week and tmes of the day
Some o the tashs which the teans will undertake
can be tultidled at any time of the working day.
This @ives the team commander some tlexibility
i adapting his allocation of” personnel to ihe
interests amd desires of hus men. However, there
are tasks which require thar personnel work cer-
tarn davs and hours. To the ext at that the
preterences of the men contlice with those days
and hours, the prewerences of the nen must yield
to the operational needs ot the team.,

The team commander must decide (1) rhe
appropriate allocation of manpower 1o days of the
week and times of rhe day, and (2) the appropri-
ate rotational syscem tor cach ot the ven. That s,
idividuals who would like to work steady tours
on the 12 midnight to 8 a.m. shite may be able to
have their desires filled if mose team members
would rather not work thae shitt. Oun shites which
everybody would preter to work, it may be possi-
ble to have some men work for a period ot time,
then rotate. Weekends may be a particular prob-
lem because most otticers vould rather not work
weekends and because the demand tor police
services tends to be particularly strong on Friday
nighes and Saturday nighes.

Atter trying to satisty all otticers as much as
possible, one can use ewo criteria to determine
which individuals will be given preterence: (1)
sentoriey, and (2) merie (exceptionally good or

bad pertormance). The caretul use of hours of

assigament as 4 way ot rewading patrol officers
nay be a good way of motivating then,

C.  Defining Tasks

Detining tasks tor the team is not as simple as
it may scem. feis very casy to make the mistake
ot sitting down and juse listing the things which
oceur to the team commander. That method has
two important problems: (1) it is not based on a
study ot the neighborhood and theretore may tail
to anclude some problems which are of great
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importance and (2) it is not related to che skills of
the members of the team so that tasks may be
inappropriately  detined. For example, a team
commander mighs pue “investigacion” on his list
and might chink of assigning a single individua,
te. tollowup on important cases. It he were firse to
determine che skills and special knowledge of
members of his team, he might tind chae one
individual has excellent contaces in the commu-
nity and another is adepe in developing cases for
trial, includig knowledge of applicable laws,
Theretore, instead ot assigning one individual to
“investigations” on a tull-time basis, the team
commander mighe assign each of chese individu-
als on a halt-time basis.

While there are some tasks which every team
must perform, there also are tasks which depend
on peculiarities of the neighborhood. First, the
team commander should determine what kinds of
police service are most frequencly requested in the
neighborhood. This may indicate the need for
special skills in his team. It may also suggese the
need tor some Kind of preventive program. For
example, ifasingle tamily is continuously calling
because the tather beats his children, an arrese
might be made or the juvenile court might be
mtormed by a petition. Or, it there is a serious
narcotics problem resulting in a high burglary
rate, a concerted attempe mighe be made to reter
addicts to treatment programs and to make ar-
rests of the worst otfenders,

A study of the neighborhood should include
the listing of triendly and hostile groups or asso-
clations. Friendly associations shouid be included
in the community relations program. Hostile
assoctations can be scheduled tor discussions.
(One team in New York City may have avereed a
major incident because they bad mer with a
group of Black Muslims.) ' aere are youth
gangs, an cffort can be made to determine if
there are services which mighe help to reduce the
chance chat chey will become involved in crime,

A usctul guide to available governmenral and
private service facilities also is essential. (See



Apper lix F for suggestions on how to design a
useful guide.) Knowing about chese tacilities ob-
viously is important 1n referring people tor creae-
ment. Staft ac the facilities may also be used to
SUZEESt Preventive Prograims or to participate in o
training program tor the team.

The department should provide the team com-
mander with information about services turnished
city-wide. However, the team commander could
consider making an inventory of all the tollowing
kinds of agencies which are particularly relevant
to the needs of his neighborhood.
® Federal, state or local agencies dealing with

welfare, job, mental health or health problems
® Private hospitals or mental healeh facilities
o Church-related services, including the availa-
bility of counseling or any other charitable
activity beiag undertaken by the churches
Local legal services, including free and paid
e Universities (both because of courses which

might be helpful to people in the community
and because the faculty might be useful in a
training program)
® Recreattonal facilities, including organized
programs for youth (Boy Scouts, Girl Scouts,
etc.)

® Schools (a knowledge of available extracurricu-
lar activities may be useful in resolving youth
problems)

e Activities of the Chamber of Commerce or of
local fraternal associations

e Activities of unions or corporations

Activities of political clubs or associaticns

® Scrvices available through elected representa-
tives, including sciators, congressmen and
state and local officials _

e Consumer groups or agencics represeating the
interest of consumers (consumer comptaints
are very frequent and these may be useful
methods of improving the police relationship
with the community)

® Services available through other law erforce-

ment agencies or through special divisions of

the police department (these may be imporeant

1(

tor developing ways of tollowing through on

citizen complaints where the resources of the

neighborhood team are insutticient)

o The local fire department (including a list of
rescue equipment which may be available) and
any volunteer rescue squad in the area (in the
course of recruiting volunceers vo help the
police, individuals who may be encouraged tu
become volunteers 1n some other usetul activi-
ties).

A study of police service calls may help to
define che relationship beeween community prob-
lems and available facilities. If the team com-
mander or members of the team know the reasons
‘or the ditferent kinds of service calls and crime
p-oblerns in the area, they may develop programs
which will prevent these problems from arising
ard <hey may not need to respond to the prob-
lems after they have become acute.

D. Allocating Tasks to Team Members

There are two principal steps to ullocating task
to the team: establishing a team program that
defines the tasks,.and making up work charts that
determine the times that team members will |
perform each of the tasks.

1. Establishing a tean program.

The first step in allocating tasks to ttam mem-
bers is to determine the importance ot each of the
team’s tasks and how much time should be spent
on each task. To do this, the commander should
make a list that is as extensive as possible, be-
cause unimportant items can later be dropped.
He should use his studies of the neighborhood
and of community resources as a guide to includ-
ing tasks in the list. Also, he should use his
knowledge of special skills in his team as a way of
helping to describe the appropriate tasks. The list
should include not only the tasks which have
been defined because they are constructive, but
also the tasks which must be completed in order
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to satisty the department. For example, if ofticers
must by given station-house assigrnments, chen
that task must be included on the lise

Once having listed all the tasks, the team
commander should group similar tasks into major
types of activity, This will pernit secing which
tasks are included in cach major category. For
example, atter he groups all ot the tasks included
in “community relations,” the team commander
will have a better idea of what the complete
community relations progeam will be.

Next, a perce stuge value should be assigned to
cach of the major categories, This percent repre-
sents the team commuander’s perception of the
appropriate percentage of his team time for cach
of these major actuivitaos. The roral percent must,
of course, equal 100. Each category should taen
be examin«d to determine what percent ot the
team’s activity in that category should be devoted
to cach of the tasks. A total percentage tor cach of
the tasks in the category should equal the total
percent assigned to that category. For example, if
community relations takes 30 percent of team
time, then all of the percentages assigned to
community relations tasks shoule cqual 30.

The team commuander should not be overly
confid :nt in his first assignment of numbers. The
list «qould be checked again to determine
whether the importance of some arcas has been
overstated or understated. Furthermore, this re-
view process should be repeated periodically, as
the team gains experience wich s neighborhood,
as problems change, and as programs accomplish
their purposes. For example, community rela-
tions may be a4 very tmportant imital tunction,
but its importance might decline (say) trom 30
percent to 20 percent as the community begins o
LIVE mMore support.

Time tor team mcetings and tramming must be
included in chis overall allocation. Teanr meet-
ings and training are esseneial pares of the team
policing repram. They are w way to impr ve the
pertormance of the reaai. They also serve as an
essential way ot exchanging intor nation.

8y

Also, enough time should be included tor pa-
trolmen ro answer service alls, to be in court,
and to be sick. Depurtment records and ghe com-
mandet’s own street experience will aid in esti-
mating how much time patrol ofticers generally
spend answering service calls. (Often department
records show ofticers spending more time on calls
than they do in practice.)

2. Making up work charts.

Some of the tasks defined for the team can be
fit in between the completion of radio assign-
ments. For example, street contacts with busi-
nessmen and potential infcrmants can be ar-
ranged in that manner but participation in com-
munity meetings can uot.

In maing up work charts, the commaader
should first decide hew many units should be
available on different days of the week and differ-
ent hours of the day. These allocations can be
based on the frequency with which police service
has been requested and on the trequency with
which crimes occur. Generally, there should be
fewer peopie assigned berween 2 a.m. and 6a.m.
(pre-rush hour) and there should be more people
assigned on Friday evenings and Saturday eve-
nings. In some cities, there also are peaks in the
need for police service on the first and fifteench of
the month—coinciding with the mailing of wel-
fare checks.

Now, the team commander shovld review his
team’s assignment preferences forms (see Figure
Vi-1, p. 82). There are two objects to this
review: (1) to determine whethe- all or maost of
the officers can have their preferences satisfied in
titling out the work chare whic -, has resulted from
his preliminary manpower allc-ation, and (2) to
suggest the hours during which the team mem
bers would prefer to perform the flexible tasks,
which can be done at different times of the day
and need not respond to the frequency of de-
maads tor service.

The overriding principle is that :he demands
for services within the area will concrol the sched-
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ules of the officers. However, to the extent thae
*he team commander can please che otticers, he
can arrange their hours to tulfill the tasks. Activi-
ties such as drawing up training materaals, hold-
ing cean, meetings, and duing crime analvses can
be done at any hour of the day. Those activities
can be scheduled for the time periods whick are
requested by the men in the team.

3., Sample allocation chart,

Problems of allocation are complex. A ready
appreciation of the complexity will occur soon
after an individual sits down to work out an
allocation chart. Howuver the problem is easily
handled as a machine problem and team com-
manders should not have to do it by hand. The
computer or data processing section of the de-
parement should be able to print a suggested allo-
cation chare for him.!

For tcam commanders whose department docs
not yet provide them with suggested allocation
charts or whose department is too small to com-
puterize this task, a sample problem has been
worked out. The sample problem appears in Fig:
ure Vi-2.

4. Disregarding allocation charts.

Allocation charts should not be considered to
be hinding. The theory behind an allecation chare
is that past experience can be used to predict the
frequency of police service in the upcominy
weeks. An assumption of thut theory is that
future ¢rime patierns can be predicted by com-
puting trends from crime data.

It may t-equently happen that 2 team com-
mander will have specific informacion about the
re 1 ons tor crime trends. He should almost always
act on thas specitic information rather than going
on an aliocation chart. For exampic, it the team
commander knows that a particular individual s

Vbar 1omore complete undentanding of manpower allocation prineae
ples the team commander shouda see MLaren and Wilson, page (64
shete Rutaezn Schefule and S Up Sheet, and sl page 606, “Ea

cerpera e Dlisenbution o Pohce Pateol Farce

committing 10 percenr of the crime ac random
locations in his neighborhood, then it would
make sense for Lam to spend a substantial amount
of team time pursuing that one individual. Allo-
cating men to the time periods in which his
crimes are likely to occur would not be a very
efficient procedure in chis case. Similarly, if a
gang of seventeen-year-olds has been committing
crimes during the alternoon hours, the team
commander should prefer a strategy of diverting
the gang into jobs or other legal activity or of
infiltrating the gang and obtaining evidence
which may be used in convictions. Trying to
predict when and where a gang will strike may
not be as efficient as a carefully constructed pro-
gram co gain evidence sufficient to have them be
adjudicated as delinquents or criminals or to
divert gang members into more useful activities.

5. Suiting team members.

Once the allocation chart has been set up, the
team commander can proceed to the next step:
comparing the chart to the hours during which
his officers prefer to work. The commander
should be aware, however, that many officers will
request rotating shifts because that is what they
are accustomed to. The commander should ¢n-
sider lengthening the period of time between shift
totations—perhaps to 4 long as two months—
and using steady shifts, providing that personnel
are willing to take steady shifts cthat are not
preferred by other team members. For example,
the man who wants to work stcady nights usually
is easy to please. Cn the other hand, deparuments
with a large pay differenciai for night work may
find it easv to please officers seeking steady day
work.

People who rotate less often will: (1) have a
longer period of time to become familiar with
cond:tions on the beat, and (2) will be less likely
to be vired or physically weakened by the need
constantly shift sleeping habits. For these rea-
sons, relatively stable shifts should be preterred.

8Y
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FIGURE Vi-%. Allocating Patrol Units

(A sample computation hased on the percentage distribution of demand for police services in » hypothetical neighbort.00d.)

PERCENTAGE DISTRIBUTION OF DEMAND FOR POLICE SERVICES (IN A HYPOTHETICAL NEIGHBORHOOD):

HOURS MON. TUES. WED. THURS. FRI. SAT. SUN. TOTAL
P:ﬂnitull_'light -2am. | - 0.5 | 1.2 - 10 ) WMH(;.Q- - 12— 5.0 1.0 7.;“
28m - 4 a.m.. | 6.1 o N4 o MOH | ".“'_-0 M—M_V_T.bﬁ 1.0 0.5 33
4am -6am. - o -l0.3 0 h "‘“""'6"""“ R 07— 0 0.5 0.3 1.8
6_;._m. -8am. N 0.4 09 -. ‘_'0..8“- (;_6~ 8.7 6: 0.7 4.5 )
gam-10am 14 11 13 12 13 05 08 4
1‘0- a.m. - noon | - 1.1 o '1.4 | “"""""*1‘.";'““ 1.8 ' 2.0 1.1 0. 98
noon -2 p.m. | - 19 o 1.6 ) 17 ) —19-— B 18 1.0 03 - 10.8
2pm -4pm. N 17 15 14 12 15 10 07 0.3
4 p-.m. -6pm. A 1.0 15 o —1.0. o 12 --—-~-—-2--.-5- 1.5 0.6 9.3
é—;;;n.—ap.m. | | 1.5 | 10 - “”1.0-"""~ 15 —3—.5 2.5 o8 1.8
8pm.-10pm 17 13 14 15 a5 35 05 134
10pm - midnight D 13 o 12 | —13 “ _*_1._1;———_‘ .”—2.5 2.5 0.7 10.8
'I:otal for Day o - —12.9 o .1 3.5”—- 12; _“—_——-1_5.-8‘_— 21.5 17.5 8.3 100.0

STEPS INVOLVED IN ALLOCATION:
M 15  units in team
x7  shifts per week (assuming each unit takes no sick leave. court time, holidays or furlough)

105 Total shifts
1.7 Availability factor (to account for sick ieave, court time, holidays, f:irloughs)

61  Availabie shifts (all scheduled duties)

x.75 Percen'uge of team time availavle fur street duty (after all non-street assignments are made. Sume non-street
assignments—such as preparing training materials, following up on important crimes, completing reports for the
department—may be made for pdriods of peak demand for police service so that personnel may occasionally be
reassigned to street dity if there is unexpected court duty or sick leave.)

46  Availlable shifts (street duty only)
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FIGURE VI-2. Allocating Patrol Units (Continued)

(2) Minimuni coverage at any hour  tunit

LOW ACTIVITY HOURS TOTAL ACTIVITY SHIFT ASSIGNMENT
Monday: Midnight-8 a.m. (1.3) Midnight-8 a.m.
Tuesday: 2 am.-8 am. (1.6) Midnight-8 a.m.*
Wednesday: 2 a.m.-6 a.m. (0.0) Midnight-8 a.m.
Thursday: 2 a.m -8 a.m. (1.3, Midnight-8 a.m.
Frday: 4 am -8 am. - (0.7) Midnight-8 a.m.
Saturday: 4 am. 10 a.m. (1.4) 2am-10 am.
Sundeay: 2 am.-10 a.m. (2.1) Midnight-8 a.m.

*Or: this shift, the chart suggests the need for a 2 A.M., to 10 A M., shift, but the case is a close one, and the statistics probably
do not justify going oft schedule for the one night.

SHIFT COVERAGE TOTAL. Shifts: 7
Coverage Left: 46 7 - 239
Number of Shifts Left: 21 - 7 = 14

(3) Do any shifts deserve trip/e coverage?
Activity 4 p.m. to 2 am. Saturday : 14%
3.3 x 3 = 9.9 (which is less than 2/3 of 14°%)
CONCLUSION: Saturday night enpears to deserve triple coverage.

NOTE: Friday night also deserves triple coverage through a similar calculation:

Triple coverage = 2 shifts
Number of covered shifts = 3 = 2 = 6

Shift coverage left from step 2 - 26
Shift coverage left =+ 39-6 = 33

(4) SHIFT COVERAGE LEFT - 33
NUMBER OF SHIFTS TO COVER :: 21 (total) -- 7 (single coverage) - 2
(tnple coverage) ~ 12
CALCULATION OF DOUBLE COVERAGE: (x = singie coverage, 2x = double coverage)
2x + 3Ix = 12
5x = 12
x = 24
48~ 7.2 = 12
Therefore, 5 shifts for doubie coverage
7 shifts for triple coverage

12 shifts total coverage

Which additional shifts will get double coverage?
8 a.m. to Midnight Sunciay (2 shifts)

4 p.m. to Midnight Wednesday

4 p.m. to Midnight Tuesday
10 a.m. to 6 p.m. Saturday

!5) Al other shifts should have triplc cov:rage.

(6) Shits with the same amount of coverage have substantial ditferences in expected workload. Shifts in which the workioad per
unit is hght should be given additional assignments. such as complaints to foliow-up or meetings to attend.

(7) Dunng weeks when a team meeting 1s held, each man should be askud ¢ icduce the time on his other shifts by a total of one
hour (or ninety mnutes). The time can ail come oft one shift or be spread amnng five shifts.

(8) Since court ime occurs from 8 a.m. to 4 p.m., .dditional units (accounted for in the 1 7 avaitability factor) can be assigned 1o
those shifts. Officers should notfy the team commander as far in advance as possible about scheduled court dates. Then he
may reassign shift ime accordingly

(9} Special days. like the 1st shopping day before Christmz s, the first of the month, etc., can have special alic ~alion pians.

(10) In this chart, crime starts picking up at 4 p m. on Friday night. if the in~rease began later. a "swing shit” {say 8 p.m.10 2 am)
might be called for. In this chart. it 1s not.

()l
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FIGURE VI-2. Allocating Patrol Units (~ontinued)

(1) "Demand for services can be computed in a variety of ways. Certain events, such as armed robberies, may be given greater
importance or “weights * Some consideration may also be given to the amount of time it takes to give satisfactory service for

a particular type ot call.

(12) Based on the needs of the neighborhood. availible officers can be assigned 1o foot, scooter or car patrols.

(13) A “Unit" consists of ona or two officers. A team with one-officer units will cover more shitts with tho same personnel. In some
areas, this advantage may be counter-balanced by the increased safety which many officers believe they get from having a
partner with them. In some neighborhoods, more cne-officer units may be used by providing expanded guidelines for “back-
up“—so that two umits will respond to all calls which appear to be dangerous because of their locatiox or the nature of the call.

(14) This example assumes that only eight hour shifts nave been authorized.

a.  Cunflicty o preferences. Inevitably  team
awembers will preter similar hours and o/ preter-
ences cannot be met. The situation will still be
beteer chan the old methods ¢f allocation, in
which individual preferences are given no impor-
tance at all; however, ettores shuld be made to
reduce the dissatstaction resulting from contlices
i preterences. The Assignment Preterence Form
(page 82) has, cheretore, been designed with
this need in mind. Officers indicate the hours
they want and the werengrh of their preterences.
This enables the commander to consider pleasing
tirst those who feel the strongest.

The Assignment Preterence Form also lets the
comnunder please some otticers by giving them
good hours and to compensate other officers by
giving them desired assignments. Ofticers who
teel strongly about the type of their assignments
can be satistied (providing their skills are ade-
quace or can be developed) and ofticers who feel
strovgly about therr working hours also can be
satisticd.

W hen

olution have tailed--there are still people with

atter all other methods of contlict res-

cqual clams on cerain fours, a rotation of as-
signments s an appropriate method ot pleasing
everybody tor pare of the time.

Assignments also may be used as rewards tor
extraordinary service or as sanctions for poor ser-
vice. The team commander must decide whether
a member has acted in such an extraordinary
manner that hus hours or assignments—as deter-
mincd by weighing preterences and resolving

Y2
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contlices—should be adjusted. Some team com-
manders may prefer a method of selecting one
officer each inonth as “officer of the month.”
Then the officer of the month can be given
assignment preferences, and jealousy in the team
may be somewhat reduced because this honor will
be rotated among deserving officers.

Similar contlicts in preferences may come up
about vacation assignments. First, the team com-
mander should see whether the men can adjust
preferences among themselves because some feel
more strongly than others. Then he can use sen-
rity as a determining factor or can decide if
some are more deserving than others.

E. “Humaa Capital” Programs

Police otticers have the potential for learning,
increasing their knowledge, and improving their
pertormance. Programs which help this process of
personal growth have been called “human capi-
tal” programs. That 1s, the programs ray be
thought of as similar to programs designed by
industry to modernize its plant. Industry spends
money on modernizing cquipment and on train-
ing personnel. Police deparements should imitaee
industry practice by implementing well-designed
programs of investing in human capital.

Some of these investments will “interfere”
with street uperations because they require that
there be a meeting or a class and thae officers not
be on the street at the time. Given the pressing
nature of police work, there is a reluctance to
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make che investment. However, the mvestment
should be consicdered because of ies great potential
for improving police operations in the tutare,

Human capital programs may vary. Some pro-
grams may be of general use to the team and
should be scheduled tor meetings when the entire
team is present, Other programs tac provide
special skills or remedial training for individaal
members of the team. These programs nuay be
conducted by the team commander or a seeond
level supervisor), by a training ofticr an the
precinet, or by the police academy, to which an
individual officer may be temporara - assigned tor
the training program.

Some departments—and some teams—will
need more training than others. d.ghly skitled
professionals may need less torma. training and
more group mectings, to help to instruct one
another. Officers with poor skills nay need for-
mal training.

1. Training.

The biggest pitfall in training is the beliet that
anvthing called “training™ or “education”™ s
worthwhile. This myth may aftect police admin-
istrators even though they can readily recall train-
ing programs in which they did nothing but
waste their ime. [t is important to reduce wasted
time to a nunimum, Time is scarce. Training
time should be well used.

The team commuander should start with a
training need or ubjective. He should then design
a program that addresses that need and include
whatever content or methods are appropriate. He
must cut out unnecessary material. Only atter he
has finished thinking about the way to teach the
material should he decide how long the presenta-
tion should take. He should then weigh the
importance of the course material against other
team needs—Dboth training and operational
needs. tn that context, he can set an appropriate
course length.,

In planning training exercises, the team com-
mander should consule with available experes,

including team members, department specialises,
and volunteers who may be avatlable i the com-
munity. It would be usetul it he could get one or
more of these experts to meet with hime regualarly
to become tamiliar with the needs of the weam so
that they will not recommend programs that are
too simplistic or too sophisticated. Trainig may
be delegated to another team member (otticial or
officer) it there is one capable of handling the job.

2. Team meetings.

Although the team commander s the uorman
of the team mecting, he muse be carctul not to
dominate the conver ation. He must tread the
delicate line between:

o Discouraging participation by being too strict
in sticking to a prepared agenda and ininter-
preting what is relevant or “out of order”

e Permitting too much unconstructive joking,
griping or other irrelevant conduct.

One of the goals of the meeting is to exchange
wsefud intormation and ideas, But time is short, so
members must be encouraged to express them-
selves concisely: otherwise, other members will
not have a chance to present their ideas. Also it s
helptul to focus on one problem at a time so that
everyone is thinkig abour the same issue and
solutions may be proposed by any team members.
Disorganized skipping from otficer to otheer nuay
look like participation, but cach idea will be
isolated from others and ideas will not be prop.
erly developed by the group. Each idea should
have a response—showing that the team com-
mander of another team member has understood
it and given reasons why the adea shoudd or
should not be implemented It the team agrees on
the merit of an idea, the commander should
specifically state why he aca o rejects orores
serves Jdecision on the idea.

Meetings should be held periodically. At tirst.
the team comm, nder could experment with a
ninety minute meeting twice 4 month and one or
two other sixty minute meetings. Otficers coald
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be scheduled so that at least ewo-thirds can attend
cach meeting ‘cither on duey ame, or e lepare-
ments so providing, on pard overtime). However,
the team commander should not blindiy stick to
the original plan. He could increase the freguency
AF meetings it he tinds them particularly produc-
tve. It mectings seem unproductive, he should
try to improve their quahiey. It they are still
unproductive, he should consule with his super-
visor abourt reducing their frequency.

The principal subjects of the meetings should
be:
® Lkxperiences or vases which team members
want to discuss because they experienced difti-
culty and would like opinions on how to per-
torm better another time;

Information about crime patterns or perpetra-
tors, so that the team will be able to cooperate
in ot program and in devising strategies or
tactics,

Ideas about improving team pertormance in
any area ot police service:

Training programs designed for .ae
teans.

entire

3. Roll call training.

Traditionally, roll call training has become a
boring exercise. The team commander should
experiment with the tormat ot roll call t suit it
to his teain.

The team commander should be aware that
some otticers may have odd shites and may not be
present at roll call. Tt is very importane thar
written materials be posted comspicuonsly or made
available to odd-shifi personnet. Most of this
materii should be prepared tor the commander
by the depatement, bue special items of interest
to the team should be added by the team com-
mander or authorized members of the team.

Written materials should wlso be made availa-
ble to otticers at regular roll call. The macerials
should be clear and concise. The ottizecs should
be given adequate time o) ccad the materals.
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Only materiad ot extraordinary importancee need
also be discussed orally. Instead, roll call should
be an extenston of the team mecting. Ofticers
should suggest strategies or tactics. Special as-
signments may be called tor to ettectuate chose
tactics. O course, the team commander will need
to delegate roll call to second-level supervisors or
designated officers. He should be present trom
time-to-time to determine whether these mect-
ings are being run well.

Roll call should not be a stand-up inspection
procedure. No ofticer should be asked to submit
to an anspection ot his shoes. Gun checks are
important, but they can be accomphished as part
of regular supervision. Every effort should be
made to treat the otficer with respect.

4. Supervision.

There are twe ubjectives of supervision:
® To sample an ofticer’s pertormance in order to

Aaluate the ofticer tor the department,
® To wwist an officer by commenting on his

pettormance, suggesting ditferent methods for

use in the tuture, and arranging for specialized
craining.

There are two principal methods of supervi-
sion. First, one can examine the repores filed by
ar. otticer and the reports tiled by others about the
otficer. Repores of powential supervisory use in-
clude:
® Special reports requested  trom otticers con-
ceraing their progress in tultilling assignments
and their contribution to meeting team goals
Activity sheets or “trip” sheets (these records
of what an otticer has done and how long cach
activity took may help to assess his motivarion
and eftectiveness)

Arrest reports (to check on the adequacy of the
report and to inter whether the otticer is mak-
INE APPropraie areests)

Preliminary or tollow-thro igh investigation
reports (tor adequacy ot the report and thor-
oughaess of the investigacion)

S
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e Citizen complaints or commendations (not be-
cause they are necessarily accurate bue because
they may turnish intormation tor turcher in-
quiry, particularly it there is 4 paceern ot simi-
lar complaines)

® Records un absentecism, need tor light duty,
injury of selt and injury of pareners (patterns in
this data may suggest that the otticer is "injury
prone,” that his partners are likely to get

injured or that he takes trequent leaves of

absence on particular days of the week)

e Auto accidents, on or oft duty

e Coraplaints by citizens about conditions along
the officer’s regularly assigned beat (particu-
larly complaints on which che otticer has been
asked to tollow up)

e Departmental complaints, or comments by
other supervisors.

With the written record in mind, the ofticial
then can be more etfective in his in-person super-
vision. He can determine whether patterns sug-
gested by the records are consistent with what he
observes. Observations can be of several kinds,
depending on the preterence of the supervisor and
the kind of supervisory problem he is investigat-
INg:

e Riding in the same car with the officer to
observe his responses and to ofter suggestions
(this is a good educational device, particularly
when the officer is believed to be conscien-
tious)

e Riding in a separate supervisory car and select-
ing the calls to which to respond (the supervi-
sor can select important calls, a random sample
of calls, or calls assigned to particular officers)

e Talking to citizens in the neighborhood to tind
out about ofticers in gencral or about particular
officers (student volunteers may be helptul in
collecting “straight” information from citi-
zens. who may not be candid in talking to a
uniformed otficer).

During his supervisory work. the team com-
mander can occasionally check the wricten rec-

ords—particularly the trip sheet—to see whether
it is current and accurate,

S. Delegating authority.

The team commander should develop « uni-
torm method of having lower ranking supervisors
(sergeants) report to him about each ofticer's per-
tormance. One method is to assign each sergeant
to be prime supervisor of one-fourth ot the team.
WX’ hen a supervisor observes an otticer tor whom
he Goes not have prime responsibility, he should
notiiy the prime supervisor (in writing or orally,
depending on the importance of the information).
When the team commander gains information
directly, he also should notity the prime supervi-
sor vither orally or in writing.

6. Evaluation ratings.

Periodically, perhaps once every three months
for first-year officers and once every six months for
more experienced officers rated satistactory (and
not on some form of probation), evaluation re-
ports should be completed and discussed with
each officer. Consideration should be given to
starting the evaluation process by having cach
officer rate himself. The purpose of the evaluation
is to assess specific skills which the officer exercises
in his job and to draw conclusions about his
overall performance. Wilson and McLaren present
some information that is useful tor evaluating
overall performance.® but specific skills are not
included. The evaluation should include eftec-
tiveness in:

e Contributing to team discussions of methods
and tactics

e Developing sources of information in the com-
munity

e Handling service calls involving crises

e Handling emergency sick calls

2 M Laren and Wilson, Poltce Admmiitrarin. pe. 62.2- 035
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Handling calls involving potential or actual
violence

Handling health emergencies

Conducting preliminary investigations
Conducting follow-up investigations
Analyzing crime patterns (when applicable)
Assisting fellow ofticers who are in trouble
Making appropriate references to non-police
agencivs

Assisting in training meetings

Making arrests

® Any other activity undertaken by at least one
team member,

Of course, some of these categories may be lete
hlunk tor an individual. Furthermore, some
method might be developed to account for che
importance of an individual in a particular area.
For example, suppose one ofticer developed a
strategy for arresting a group of organized bur-
glars. In Table VI-1. a preferved method of calculae-
ing the score for the ofticer is contrasted with an
alternative method:

TABLE V1. Sample caiculation of an officer's rating

IMPORTANCE

RATING PREFERRED METHOD ALTERNATIVE
RATING CATEGORY SCORE (0~100) (0~10) OF CALCULATION METHQD OF
' CALCULATION
Crime Analysis 100 10 1000 10
Family Crisis 10 3 30 3
Community Relations 10 5 50 5
Training Not Applicable
Total 120 1080 18
Average 9 6
(1080 =~ 120 = 9) (18 -+ 3 = 6)

Note: An importance score is a supervisor's iudgment about the reiative importance which an activity should be given in an
employee rating. This enables the supervisor to permit a person to be given extra credit (or biame) for his performance on activities
on which he spends a lot of time or in which his contribution is especially important. The rating tells only how well the officer did in
the activity. In our example, the officer who cleared up cases involving a gang of burglars had his crime analysis activity count ten
times as much as any other activity. Arguably, the importance score might range trom zero to 50, rather than from zero to 100,

permitting a smaller range of importance for any particular rating.

7. Appropriate credit for arrests.

Under neighborhood team policing, the officer
who makes appropriate arrests is making an im-
portant contribution to the team and should be
recognized along with ofticers who make other
contributions. Officers whose arrests resule in
prosecutions and convictions are making greater
contributions than otficers whose arrests do not
result in proscecutions. The following scoring sys-
tem is presented as a way of developing a single,
admittedly over-simplified index which may
nevertheless be usetul in conceptualizing the rela-
rive arrest productivity of ditferent officers. Afrer
giving cach otticer an index score, the team com-
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mander suould convert the score into both a
rating and an importance score for use as just
described in Table VI-I1.

F. Special Needs

If the police department adopts the recoms-
mended decentralized budgeting procedures (See page
60), the team commander will have his own
budget, his supervisor also will have a budget
with discretionary money for possible use by the
team. The team commander should draw up
perivdic budget documents detailing his team's
special needs, including items on which the team
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TABLE VI-2. Sample Arrest Productivity index

ACTIVITY POINT SCORE COMMENT
Parking violation 1 Do not count if disrmissed.
Moving violation 2 Do not count if dismissed.
Miadeameanor arrest (no prosecution) 4
Felony arrest (no prosecution) 8
Misdemeanor arrest resulting in a prosecution (no 8
oonviction)
Felony arrest (no conviction) 16
Misdemeanor arrest (conviction) 12
Felony arrest (conviction) 24
Arrest without probable cause 410 24 Minus score depends on seriousness of officer's

Arrest involving the necessary use of physical force 1A

Arrest of a dangerous individual without the use of  +%.
force

Arrest involving an error in judgment causing injury  -4to -24
or death 1o offender
Arrest involving injury or death of bystander ~24 10 -72

Arrest of an individual for several previous offenses —

budger will be spent and items for which the
supervisor’s money will be requested. This will
give the supervisor an opportunity to review
budgetary plans. For clarity of review, any recur-
ring expenditure should include with it a state-
ment of future amounts which will L« appropri-
ated. Only in that way can there be a meaningtul
review of the total budget item.

Whether or not there is decentralized budget-
ing, special team programs may call for extra
resources. Ic is appropriate to remind the depare-
ment of equipment shortages, such as insufticient
numbers of walkie-talkies or the unavailability of
photographic film to use in a program of photo-
graphing suspects. Vehicle shortages, cither
marked or unmarked, may have a critical impact
on the team. In each case, however, the request
should be made at appropriate intervals and
should not be advocated so strongly that the team
commander becomes a nuisance. The team com-
mander must caretully select issues which deserve

error and frequency of previous error (do ot count
any positive points for the arrest)
in addition to other points earned for the arrest. Do
not count if the arrest was without probable cause.
In addition 1o other point scores for the arrest.

Minus score depends on seriousness of officer's
error and frequency of previous errors.

Minus score depends on seriousness of officer's
error ana frequency of previous errors.

Total points for all offenses up to a maximum score
of 36. including points for prosecution or convic-
tion. Also count points related to the use of force
or w.vnidance ot force in connection with the arrest.

his strong support because he may be judged in
part by the type of issues he advocates within the
department.

The team commander must keep abreast of the
changing problems in his team area. If demands
for service or crime rates increase by (say) 10
percent and remain at the new level for two or
three months. the team commander should svg-
gest a corresponding increase in the size of his
tecam. Of course. manpower allocation 1n the
department depends on the proportion of total
scrvice or ceime in the deparement which s in the
tcam’s neighborhood. Therefore, an even more
relevane statistic 18 whether the team's percentage
of total service calls, or crime in the deparement,
is increasing. Thae is, if the team stares with (0.8
percent of the department’s seevice calls, the team
commander should call to the attention ot the
deparement any Hluctuation above (say) (.88 per-
cent, it the tluctuation lasts for two or three
months. (Ordinarily the department will noe re-
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duce team size it workload drops,. but it may
permic atericion through transters or retirement
to reduce team size to the appropriate level.)

It the ceam commuander has special programs—
especially programs tor which there is objective
evidence of success—then he nay request exera

personnel tor those programs. For example, it

there is a gathering place for sixteen-year-old
troublemakers in the area, and if the team man-
ages to place a large percentage of the juveniles in
part-time jobs thereby reducing crime, then the
commander might count up the hours of person-
nel time which continue to be used in this impor-
tant program. He may then suggest that keeping
that program going is essential to keeping the
crime rate down and that the job placement work
should be considered a legitimate part of his
team’s workload. The department probably
should consider that such work is as important as
many of the police service calls.

G. Informing the Department

The wam commander is responsible for in-
torming the departraent about his team's success-
tul programs and about significant aspects of his
team’s operations.

1. Successful programs.

When a team develops an innovative program
that works, the team commander should inform
the department of what has been done. If he
communicates effectively, the program will be a
credit to him and his team; and other command-
ers will be able to consider adapting his ideas for
their own use.

A project report should be filed whenever the
team commander becomes convinced that he has
a program that is a success. The report should
contain:
® A statement of the problem to which the

project was addressed, including enough rele-

vant intormation about the problem for an-
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other team to decide whether to use the project
or to estimate its chance of success

® A description of the project so that other teams
would be able to implement it

® A description of the costs involved in imple-
menting the project, including both personnel
time and money or equipment (be sure to
mention whether the personnel time can be
scheduled around service calls or requires spe-
cial scheduling)

® A description of the benefirs of the project,
including the source of information about the
benefits (e.g., three letters of citizen com-
mendation, survey of 100 citizens on vne busi-
ness street, reported crime data in team area
and in similar areas in the city during the same
period of time) and the team commander’s
degree of confidence in the successfulness of the
program (state rescrvations about the accuracy
of the data)

® The team commander’s judgment about what
other kinds of neighborhoods might benefit
from the program.

The report should be brief. One or more members

of the team should read it and edit it to make it

more clearly understandable and to offer sugges-

tions for improving it.

If a team has tried to implement a program
suggested by another team commander, the team
should file a report with the other commander so
that he can revise his original report with the new
experience in mind. If the problem was identical,
he should say so. If the problem or any procedures
differed, he should say so. If the costs or benefits
were different, he should say so. The object is to
let the original team commander make the origi-
nal report more useful to the department—
whether the additional experience makes the pro-
ject look more useful or less useful. In a profes-
sional department, a commander should not be
overly worried about offending the originator of a
project by submitting information that suggests
limications on the original program's usefulness.
The presentation should be diplomatic but
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should include all relevane taces. Failure to tile a
report may cause other team commanders to im-
plement taulty programs or to implement good
programs improperly.

2, Team uperations.

The general rule on intorming the department
about team operations is to be aware of whae the
team’s supervisor considers imporeane. 1t the
teatn is to have the support of its supervisor, it
must pertorm according to his expectations. A
team commander should intorm his supervisor
about:

e The team’s goals and objectives and the pur-
poses of all continuing programs

e OQutstanding successes or failures—he should
not make the supervisor discover failures,
which are inevitable, but should inform him
and discuss methods of preventing the failures
trom recurring

e Major changes in team procedures in advance
of implementation, and inform che supervisor
abour all signiticant (buz not major) changes
after they have been put into practice

® Any question tor which the supervisor’s expe-
ricnce may help to develop a better solution

e Anything that happens about which the super-
visor might be asked questions by his supervi-

SOr.

The hardest part of communicating with a
supervisor concerns the problems which he or
other deparement officials may be causing tor a
team. Sometimes an otficial is sufticiently broad-
miaded to accepe direct selt-criticism and a direce
approach may be appropriate. Other times it may
be possible to communicate a problem tacttully,
perhaps by suggesting a new “project” which
would change the supervisor's method of relating
to the team. At still other times, communication
would be truitless and, in the interest of success-
tul communication on other issues, the team
commander should bury his feelings and sutter in
silence.

There may be times when other members of

the department should be called directly so that
problems may be resolved intormally (rather than
throagh the chain of command). For example, it
the vehicle dispatcher appears to be too loose in
applying dispatch guidelines, resulting in team
members being sent out ot the neighborhood too
otten, the team commander should be tree to
speak directly to the dispatcher. He should not
communicate with the dispatcher’s supervisor
unless absolutely necessary, The case should be
presented tacttully bue persuasively—using tan-
gible evidence collected trom recent disparch ex-
perience. Similarly, it other otticials have at-
tempted to issue orders to team members in
conflice with the commander's directions, the
other ofticials should be talked to directly. The
team commander should not assume that he has a
complete version of the tacts until he has talked
to the other official. Also, he should not assume
that the contlice is intentional—it may be the
resule of the other official's ignorance about the
team commander's policies. The commander’s
supervisor should be involved in problems with
other officials only if the commander is unable to
bring about a friendly resolution by himsclf or it
there is some special reason to chink thae a
friendly resolution is unlikely. For example, it a
particular ofticial (not the commander’s supervi-
sor) is regularly interfering with the team's poli-
cies, the commander should inform his supervi-
sur.

3. Effectiveness of team members.

In evaluating team members, the commander
ordinarily should follow the standard procedures
required by the department. It the procedures
seem inadequate, he should make specitic sugges-
tions for improving them. As in any other sys-
tem, ho~ever, there may be exceptions. For ex-
ample, an ofticer may suddenly develop a series of
related problems that should not wait for the
standard evaluation time. An obvious example
would be a rash of independent complamts that
the officer had threatened each ot the complain-
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ants with a gun without provocation. Occasion-
ally, an otficer may do something so outstanding
that the team communder would like to com-
mend him to his supervisor immediacely. Some-
times an ofticer may insist on working even
though e hus a serious illness, ard the team
commander may prefer to have him take leave in
order to recuperate.

The team commander is responsible tor stare-
ing disciplinary procedures when warranted. At a
lower level, the team commander and other team
members may apply informal sanctions (disap-
proval, a verbal warning or assignment to un-
wanted tours or duties). For more serious prob-
lems, he may request his supervisor to impose
sanceions, perhaps in che form of a transfer. For-
mal disciplinary procedures should be instituted
in all cases invoiving repeated misbehavior of a
serious nature or in a single incident involving
grave misbehavior, such as accepting a bribe or
using deadly force withoue adequate justification.

H. Setting Enforcement Priorities

. Investigations vs. strect stops.
Community relations must become the con-
cern of every team member. The easicst context
in which to apply that standard is when the team
member s giving service that has been requested
or is engaged i1 an informal contace. The princi-
ple is also applicable when a team member s
deciding how to investigate a suspicious person or
how to treat a “borderline” ¢rime.
The team commander should design his jpro-
gram:
e To rely as licele as possible on strece stops
e To rclv as much as possible on increasing the
flow ot intormation from the public and using
that intormation to prevent ceime and make
ACrests.
Time spent on streee stops could be spent on
investigative activity. Street stops may cause fric-
tion with the community. Investuiganve activiey,
which may have as high or higher payott in
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arreses, is much less likely to cause friction with
the community. The question is not, simply: Are
street stops a justitiable tactic? The question is;
Should investigation take priority over street
stops as an etfective use of team time?

Even it sereet stops may sometimes prove effec-
tive in the shore run, a scrategy buile on street
stops is likely to increase community opposition.
A strategy built on investigations is more likely
to build community cooperation,

2. Police discretion.

Man times in the life of a police officer. he will
have to decide whether to make an arrest or to
treat the offense as non-criminal. For example, in
a family fight the line between assault and per-
missible behavior is extraordinarily hard to draw.
A neighborhood team policeman should be aware
ot these difficule discretionary choices, should
make reasoned decisions, and should not auto-
matically treac someching as a crime simply be-
cause it fits the textbook definition. A policeman
is a representative of government. If he regularly
treats normal behavior as criminal, he may con-
tribute to an atmosphere of repression in which
the police are considered the enemy. Even though
an officer may be “only doing his duty,” he may
be scen as pare of a system which separates hus-
bands from wives and children from parents. To
reduce the validicy of chis conmunity perception,
the oflicer should creat people as criminals only
when their aces are serious enough to demand
criminal treatment. Crimes committed by adules
against strangers usually deserve criminal creat-
mene. Crimes against loved ones sometimes do
not.

There is an added reason for rescraine in the
criminalizatcion of behavior. Increased prosecu-
tion of less serious criminal cases may interfere
with the investigation and prosecution of more
serious criminal cases. Time spent on one type of
case will not be spent on the other. Citizens
irritated by petty prosccutions may be less likely
to cooperate in serious cases. Furthermore, less
serious cases will add to che coure backlog. This

131

Q

RIC

Aruitoxt provided by Eic:



Q

ERIC

Aruitoxt provided by Eic:

will increase the delay in prosecuting serious
cases. The team should assist the court by not
unnecessarily clutterig ity docker with less seri-
OuS C.ASts.

3. Referrals vs. arrest.

In developing his plan, the team commander
has been urged to list available governmental and
community resources (sce p. 87). The reason for
this list is to enable the team to make reasonable
decisions about what to ao with neighborhood
problems. If, for example, there are drug addicts
in the arca, the team can wait for them to commit
crirnes and arrest them, or it can attempt to
reduce crime by getting them treatment. Even if
the addicts continue to commit crimes, the com-
munity may be better oft if they commit fewer
crimes while in treatment. Not only may the
community be beeeer off because ot the treatment
program, but the police workload may also be
reduced—Dby anticipating a crime problem and
taking advance measures racher than waiting for
the crimes to macerialize.

There is an added reason tor wmphasizing the
use of treatment resources. For some individuals,
who have not become hardened criminals, the
prison or correctional institution mey be an edu-
cation in crime, contributing to the _eriousness of
their future offenses rather than “rehabilitating™
them. For that reason, the one-time oftender
probably should be diverted from the criminal
justice system, which can be reserved tor ottenses
so scrious that society insists on taking retribu-
tion and on making that individual serve as an
example from which others may learn. The otficer
should be aware that prisons, at present, may
only be justificd because of their deterrent ettect
on people outside the prisons. Given the state ot
the “correctional arts.” the imprisoned individual
asually must be considered a person whose act T
so bad that he is being wied as an example by
soctery. Imprisonment for the benetit or rehabili-
cation of the prisoner is largely a myth at present.

Diverting individuals into treatment has the

same advantage for che riminal justice system as
Joes exercising police discretion by not making
an arrest. It unclogs court calendars. e also
makes space available in prisons to house hard-
ened WJers. The officer who funnels these
serioL s out of the criminal justice system in
appropriate ways has made a contribution to the

cttectiveness of the whole sysrem.
4 Community groups and “the media."

The entire section on commuaity relations bas,
so far, failed to mention community mectings,
school programs or public relations releases. This
is intentional. While team commanders should
use such programs, within limits, they are not
the rrost imporza=+ part of @ commu.nity relations
progt .m. More significant citizen iinpressions are
tormed during everyday operations taan can ever
be tormed in a public relations campaign.

Public relations effores can serve an importart
purpose, however. They can advertise the readi-
ness of the police to respond to citizen informa-
tion. It caa provide citizens with a telephone
number to call to reach their team commander,
they will have a more perscnal feeling than just
calling “the police.” They con call (e com-
mander by name if his name is publicized.

Community relations also can advertise the
need for volunteers to serve as “auxiliary police”
or as clerival aids in the stationhouse. Extra re-
sources can always be used by a resourceful con-
mander, who will fit the tasks to rhe capabilities
of the volunteers. Of course, volunteers may
sometimes be more trouble than they are worth,
and those parcicular volunteers should be discour-
aged from continuing to “help.” But resourcetul
team commanders can make eftective use of vol-
unteers as:

e Translators. riding with officers in patrol cars
e Unarmed guards for meetings that police have
insutficient resources to patrol themselves

(getting authorization for responsible civilians

:0 have police walkic-talkies may increase the

meaningtulness of these guards)
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o Investigarors, particularly on cases which re-
quire extensive tootwork which the team can-

not attord to conduct and which other unies of

the deparement also would not handle

® Clerks tor the stationhouse

® Spuahers ar community meetings- - o inform
other avilians about the police team program
and the need tor cooperation

® Liaison otficers, to orgunie mectings with po-
tentially hostile groups which mighe be less
likely to respond weli it the police talked to
them directly (civilians with speciel secogni-
tion 1 the community may be mosr ettective
17 thi acrivaey)

o Traincrs, giving courses at team meetings or in
the police academy or just helping the team
comir ander in developing his curriculum

® Rescarchers, helping to compile information
about locai governmental or private treatment
programs or other resources of potential value
to the team

® Intormants, who may infilirate gronns of

known criminals (the team commander may
use pare of his budget to pay some intormants)
o Cluime analysts, searching tor patterns among
the crimes committed in the area.
The team comman er must budget time to re-

cruit cwvilians and to train and supervise them. I

he direces his ettoies caretully, he probably can
locate citizens who will give of their time on a
rerular basis and who may have skills which will
complement the skills of team members.

5. Innoeative solutions,

Onc ot the mose cftective ways to solve a
community problem s to “please everyone.” For
example. a avic assocttion objects to juveniles
“hanging out™ on a corner and hure'ng a busi-
nessman’s protits. In one situation, the pooblem
was resolved by the businessman changreg his
produce line slightly and developing « thriving
bustress using the Kids as customers. This con-
vert -d e nuisance into an asset. Similarly, Jack

Webb

i a recent eelevision show —convineed
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the people holding a "noisy party™ to invite the
neighbor who made the complaine to join the
party.

Sometin.es it s impossible to please everyone
but a compromise can be worked oue. Inseead of
having Kids make reise in the sereet at all hours
of the day, the team commander may be able to
arrange with them to aceept an arrangement to
have a “playstreet™ ofticially declared for a pare of
the dav. It kids turn on water hyvdrants, arrange-
ments can be made to fie them with spray caps for
a portion of the day, thereby preserving water
pressure tor fire-fighting purposes.

Sometimes the team commander will need to
work hard to solve a problem. For example, kids
may be causing trouble because of a lack of
recreational facilities or a lack of jobs. ¥ he
commander is convinced that the problem can be
attacked as a recreational or job problem he
might develop a progrion in which he joiny the
kidv in wrpuing with ity governent to provide
the needed services, Similarly, it ambulance ser-
vice is noticeably inadequate, the team com-
mander can greatly increase police credibility by
joining community groups in arguing tor this
retorm. [f demonstrations or protests are planned,
the team commander can assist in securing neces-
sary permits and arranging for a route so that a
negative controntation can be avoided.

Of course. the commander should use his dis-
crecion in the causes he picks, his methods of
argument and--—depending on the porencial deli-
cacy of rhe situation— how he should intorm his
supervisors about his intended actions. Some de-
partments may preter never to advocate a citizen
cause against other branches of government. Oti-
ers may develop a policy on this issne. Still others

may decide on a case-by-cise Hasis.

I, Success as a Team Commander

Considering all his obligations, a successtul
ream commander must be a tiest rate adminiseri-



tor. He must solve many problems, deal with
many people, and establish policie: concerning
politically sensitive questions. These tasks are 1ot
ordinarily performed by any low-level police ad-
ministrator. They call tor qualitics citizens do not
often think of as occurring in police departments
However, as any consultant who has worked with
police for long can testify, there are capable offi-
cials in every department. The theory of team
policing is that ofticials will rise to the expanded
challenge of a team commander’s job.

Every newly appointed team commander

should be aware that he must prove himself in his
challenging position. His department should be
paticnt with him as he adjusts to the unaccus-
tomed working environment. But he will be
required to show progress. If he does not tultill
his responsibilities, then the deparement should
provide inservice training or find another otticial
who can do the job. If the department does not
have the quality of officials which it thinks it
needs, then it must develop personnel programs
(including recrutting. lateral entry, and increased
pay) to upgrade its officers.
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CHAPTER Vil

The major pioblem Is to assure that cost estimates
include all relevant costs. This is probably the major
weakness in cost estimates currently provided In
government.
~—Hatry ot.al.'

The avthors would like to be able to provide
neighborhood teum policing budgets, applicable
to different sized police deparements. However,
such budgets would be misleading because they
could not anticipate everything a department
might do to tailor neighborhood team policing to
its own needs—depending on the characteristics
of its community and the quality ot its personnel.
In some departments, the oniy costs of neighbor-
hood team policing will be the planning effore,
the shifting around of available resources and
other transitional expenses. In other departments
there may be a requirement for more officers,
more officials, more equipment and a variety of
other items of expensc. To some extent these
expenses may have been called for regardless of
team policing but the process of planning may be
the trigger which makes the department decide to
act.

Instead of providing a “suggested budget,”
which would be difterene tor every department,
this chapeer will:

® Discuss a methud of budgeting

® Present a sample list of categories and
items which should be considered tor
inclusion in a budget.

A. A Budget Method

The basic budgeting method suggested in chis
chapter is to consider major program a/lternatites.
For each program area (c.g.. implementacion

Y Pracinal Program Fialnatesn ro Seate and [l G devmnent U, il
Harry Hatre, Richaed Winnie amd Dosald Fook «Woashsngoon, DO The
Urban Institute. 1974), p KX
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plan. training and education, number of team
members) at least three alternatives should be
described, including high, medium and low
budget alternatives.

The department should not adopt the lowest
budget alternative until it has decided that the
more expensive program is not so much better
that it is worth the increased costs. Conversely,
the most expensive program also should not be
cdopted merely because the funds are available.
In the public interest, the department should
decide whether the expensive program is good
enough to justity its high price. Money not spent
in one program area often can be spent in an-
other,

As a sample of how this "budget option” proc-
ess might work, the table on page 105 presents a
hypothetical example of budget options for one
aspect of team policing (implementation).

1. Beware of duplication.

In preparing budget options, be caretul nor to
include tne same item in two programs. The
sample budger for “implementation” includes
“overtime pay tor team meetings' subsequent to
implementation of the program. The reason tor
including subscquent year costs as an implemen-
tation expense in the high and moderate cost
options is that paid overtime, once stareed, 1s
hard to discontinue. It the department adopts
these options, however, then it should not dupli-
cate this ttem 1n any other program (e.g., the
item should not be duplicated in a special pro-
gram to provide paid overtime to give team
commanders tlexibility in scheduling team meet-
ings subsequent to implementation of the pro-
gram). On the other hand, if the high cost option
aleernative 1s rejected, then consideration should



TABLE VI-1. Budget Options: implementation of team policing

Program Description

(Sample only—Costs are not valid for any depariment.
Options are not intended o be complete).

Expenses

(Thousands of dollars)

Other Costs

Benefits

Year Yea’ Years 1-
One Two 5
(Total)’
A High Cost Option
1. Ten-member task force for $320 $100 $ 420 Since additional officials Replacing officials would per-
planning, provide substitutes would be appointed immedi- mit the districts to continue
for all officials (sergeant or ately, there might be more normal operations and permit
above) assigned from districts officials than needed in Year task force members to spend
10 the task force Two. (The excaess could be full ime on the project.
reduced through normal attri-
tion in the depcriment.)
2 Add ten trainers, including $400 $420 $2,210 Field personnel will need to Would provide excelient train-
five new employees. plan 1o educate the trainers. At first, ing support and would permil
create permanent slots. team commanders may find keeping the trainers in the
that they have more assist- department for an extended
ance than thuy want. time.
3. Pad overtime for ten meet- $ 20 $ 21 $ 110 Jealousy of nonteam person- Ease of scheduling team
INngs (prior o program incep- nel. Need to continue over- meetings. Extra pay for offi-
tion) time pay in tater years. cers.
4 TOTAL $740 $541 $2.740 Top command officials will
High Option need to spend substantial
time.
B. Moderate Cost Option
1. Ten-member task force for $100 ~0- $ 100 Some ex'ra burden on other Task force officials would
planning; hire two new officials; officials to take up slack for kcep in touch with operations
require task force members 10 1ask force officials. Some risk and communicate with patrol
spend 30-50% of therr time on that task force officials will personnel.
precinct duties spend less time than needed.
2 Add hve trainers, includng  $200 $210 $1.315 Would permit good training
three new employees. support and would permit
keeping the trainers in the
department for an extended
time.
3 Pad overtime for some team $ 10 $ N $ 55 Some jealousy of nonteam Will give department opportu-
meetings (priof to nception). personnel. Reduced flexibility nity of observing how difficult
of scheduling meetings. it is to hold non-overtime
Some risk commanders will  meetings.
not schedule non-avertime
meetings.
4 TOTAL $310 $221 $1.470 Top command officials will

Moderate Option

C Low Cost Option

1 Ten-member task force for
plarnning. require task force
members and others to com-
plete operational assignments
plus cover the task force

2 Five trainers hired as pan of
regular hiring or reassigned
from patrol

need to spend substantial
time.

Members may slight task
force work. Non-members
may feel imposed upon by
increased workload.

Less competence In training
group (no highly paid ex-
perts). Some reduction of
personnel available for other
purposes.

Less jealousy of task force
members because everyone
would share in the heavy op-
erational burden. Increased
communication with task
force.

Less resistance to trainers
because of high salaries or
status.
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TABLE Vii-1. Budget Options: implementation of team policing (Continued)

{Sample only—Costs are not vahd for any department.
Options are not intendad to be complete).

Program Description Expenses

{Thousands of doliars)

Year Year Years 1-

One Two 5

{Total)’

3. No paid overtime for team — -— —_
meetings (prior to inception).
4. TOTAL - -— —
Low Option

Other Costs Benefits

Less involvement of officers
in the planning proce ss.

Top command officials will
need to spend substantial
time.

‘This total includes expenses, if any. for Years 3 through 5, none of which is shown on the table. In some cases, it has been
assumed that expenses will decline from Year Two and in others that inflation or other factors will increase Costs.

be given to implementing a program of paid
overtime for team meetings in subsequent years.

2. Beware of umissions.

Be sure to include all costs. Cost elements
often omitted include:
® Employee fringe benefit costs directly associ-
ated with program salaries and wages
® Increases in costs due to inflation or the need
to give pay increases in future years
® Costs incurred in recruiting, selecting, and
training new personnel
® Possible costs relating to the use of land,
buildings, and other facilities which seem frec
to the program but may imply some type of
additional rental incurred or rental income lost
because of the program’s use of the facilities.
Also be sure to estimate the amount of time
which different programs will cost personnel.
The volume of tasks and paperwork required of
all police officials is a serious concern, and no new
program should be adopted without considering
the additional burden which it will cause person-
nel. Such costs reduce the time personnel will
have to perform other tasks. Consideration should
be given to whether the newly assigned tasks are
sufficiently important to deserve the attention
required.
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B. Consider all Programs

Throughout this book, many suggestions have
been made about different aspects of a neighbor-
hood team policing program. Each of the sugges-
tions may e considered as a separate project, and
a department may attempt to estimate the costs
and benefits of each. In some cases, a suggestion
may result in a net cost saving—such as the
assignment of civilian clerks to replace more
highly paid uniformed officers. Other sugges-
vions may release centralized resources for use in
the patrol function, increasing the flexibility and
responsiveness of neighborhood team units with-
out increasing the police budget. Still other sug-
gestions, like the purchase of walkie-talkies for
patrol officers, will entail obvious expense. Only
after all programs are considered will the depart-
ment be able to estimate net costs either in the
first year of the program or in each of the subse-
quent years. First year costs may be higher than
subsequent year costs because of expenses in-
vulved in program implementation.

To stimulate the planning process, a list of
“items to consider” has been prepared. This list,
which follows in Table VII-2, is not intended to
be exhaustive; and the grouping of items into
categories is arbicrary. Planning officers should
consider all programs which the department is

1<0



ufidertaking oo ws considering and should decide
how they relate to team pohicing. Then they can
make a truly complete hist of projects related,
cither directly or indirectly, to the neighborhood
team policing concept. For internal planning
putpuses. an ettore should be made to distinguish

programs which would be undertaken regardless of
team policing, programs which are necessary be-
cause of team policing, and programs which are
desivable because of team policing. These classifi-
cations involve decisions which relate to the par-
ticular needs of cach department.

TABLE VI-2. [tems to consider in a budget

{Sample only. This list is intended to suggest ideas.)
- PERSONNEL
Minornty recruiting {as an aid to community relations)
Improved selection and promotion standards
Incentive pay (to recognize achievement without requiring promotion to supervisor)
Specialist concept (to permit advancement by acquiring a specialty)
More officers (as the result of a manpower study)
More clerical personnel (to relieve officers of tasks not requiring their professional skills)
More trainers and training consultants (in-service training program)
More crime analysts, planners or collators
More supervisors (as the rasult of a study of the officer/supervisor ratio)
Training for auxihary police
Academic leave or scholarship program (for upgrading team members)
Assigning detectives to teams
Reducing the size of centralized units
Designing new personnel evaluation procedures
Overtime pay for follow-up investigations or team meetings
Hiring community service officers

PLANNING

o Planning task force (assignment of members, clerical support)

e Crime analysis system

Neighborhood team computer-assisted manpower allocation system

Studies of team size, appropriate definition of neighborhoods

Evaluation

Study of resources available tor police referrals

Study cf waste-time spent by officers in court

Study of possible use of telephone or mail dispositions of some requests for service.

COMMUNICATION

Walkie-talkies

improved transmitting capability to reach walkie-talkies efficiently
Retraining of dispatch personnel

Revising dispatch procedures and. if necessary. related computer software
Revising “sector” boundaries to coincide with neighborhoods

TR. NSPORTATION
e More vehicles, particularly unmarked vehicles needed for flexible field onerations
e Scooters

id e Bicycles

PUBLIC RELATIONS ’,
e Printing pamphiets on request of team commanders
e Providing team commanders with access to the media

FIELD OPERATIONS

o Coordinating team commanders

e Developing format for team commander reports

e Determining method of supervising team commanders (precinct organization)

e Increased responsiveness to requests of team commanders and middie managers

ADMINISTRATION
e Decentralized Budgeting
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. APPENDIX A. INFORMAL GUIDELINES FOR
NEIGHBORHOOD TEAM POLICING

ADAPTED FROM GUIDELINES ORIGINALLY PREPARED FOR
THE DETROIT POLICE DEPARTMENT (NOVEMBER 27, 1970)

NOTE These gundehnes are presenti d as an example of bow sumple operational gardehines may be drasn up
tor the purpose of 4 nezhbothood team poliong program Oleaedy, thoe oo will wd sl v v
teome adapeed totionad ot on doparoment. Guadehines should recoginze enisting preactivesand shioukd be adapted

to docal reabines, such as the comtrants of umion contracts or locad ordoanees
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ARTICLE 1

Name of Guidelines

These Guidelines shall be reterred to as the
Guidelines tor Neighborhood Team Policing.

ARTICLE 11

Definitions

Sectivn 1. Neighborhood:

The Neighborhood is the area over which a
Team Commander exercises authority and takes
responsibility on a 24-hour basis.

Section 2. Team Commander:

The Team Commander is a Lieutenant who has
been designated to be responsible tor a Neighbor-
hood and a Neighborhood Team.

Section 3. Neighborhood Team:

The Neighborhood Team shall consist of all
otficers and otficials who are regularly assigned to
the Neighborhood and are supervised by or re-
sponsible to the Team Commander.

Section 4. Neighborhood Officer:

A Neighborhood Officer is any Officer who is a
member of the Neighborhood Team or who is
assigned to work within the Neighborhood.
Section 5. Team Detectives:

A Team Detective is a Detective who s regu-
larly assigned to the Neighborhood Team.
Section 6. Supervisor (statt):

Any individual who is responsible for another
individual is a supervisor. (All individuals di-
rectly or indirectly responsible to a supervisor are
members of the supervisor's staft.)

Section 7. Emergency:

An emergency is; (1) a Part [ crime in progress,
(2) a Part | crime reported to the police within
five minutes of its completion, (3) any incident,
including a civil disorder, in which rhe police
may be able to save life or limb, or (4) any
incident which the dispatcher decides requires
immediate attention.

ARTICLE 111

Effect of These Guidelines

Section 1.

All applicable rules, orders or regulations of
the Deparement shall apply unless they are con-
tradicted by the letter or spirit of these guide-
lines, which shall then take precedence.

Section 2.

I'he Team Commander, subject to correction
by his supervisors, shall be responsible for incer-
preting these Guidelines,

Section 3.

Any supervisor may nullify or amend any
interpretation made by his staff pursuant to Sec-
tion 2 of this Article.

ARTICLE 1V

Pawer to Suspend These Guidelines

Section 1.

The Team Commander or any of his supervi-
sors shall have the power to suspend or modify
the effece of any part or all of these Guidelines
providing that he believes that there is a convinc-
ing reason to do so. Notice of action taken by a
supervisor pursuant to this Section shall be given
directly to the Team Commander as soon as is
rcasonably possible. Notice of action taken by a
Team Commander pursuant to this section shall
be given to his supervisor as soon as reasonably
possible.

Section 2.

Any person suspending these Guidelines shall
notify cthe Chief, orally or in writing (notice shall
be given within a reasonable time, considering
the nature of the suspension which has been
ordered) of the reason for the suspension. If oral
notice is given, it should be followed by written
notice within a reasonable time. In no event
should more than seven days pass before the
written notice required by this section is received
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. by the Chiet. Copies of the written notice shall be

distributed to all supervisors of the individual
who has suspended the Guidelines,

ARTICLE V

Team Commander

Section |,
Ordinzrily, the Team Commander shall be tree

Ordinary Hours:

to determine the hours during which he will
work. However, he must be on duty or otticially
account tor his time (sick leave, furlough, ctc.)
tor at least as many hours cach month as are
required of officials of his rank. The Team Com-
mander shall notity the department when he
commences 4 tour of duty and shall complete and
submit an activity report cach time he concludes
a period ot active duty.
Section 2. Keeping Team Members Intormed:
The Team Commander shall be responsible tor
assuring that cach member of his Neighborhood
Team is aware of all orders and regulations which

affect him as of the staret of each of his rours of

duty. The Team Commander may provide tor any

reasonable system, including written notice,

which will provide tor Team Patrolmen to be

aware of outstanding orders.

Sectaon 3.
The Team Commander, whether or not he s

Informing the Team Commander:

on duty, is responsible tor all the activities of the
Neighborhood Team. Team members are respon-
sible for reporting to the Team Commander all
incidents in which they experience serious ditfi-
culties.

All officials are responsible for reporting to a
Team Commander any exceptional actions,
whether exceptionally good or bad, taken by any
member of his team.

Section 4.
rious Action Reports:

The Team Commander shall be responsible tor

Evaluations, Complaints and Merito-

filing personnel reports tor every member of che
Neighborhood Team. The Team Commander
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shall be responsible tor imvesugaung and recoms-
mending action with respect to the perforniance
of any Team Member in any situation in which
there has been a tormal grievance. The Team
Commander also shall tile @ repore stating his
opinion about the behavior of any member of the
Team in any situation in which an ofticer ot the
Deparement has intormed the Commander that a
member of his Team has pertormed questionably
or imadequately. The Commander shall tile re-
ports on e meritorious conduct of any Team
member.

Sectaon 5. Quarterly Repores:

On the last day of every third month, the
Team Commander shall tile a written report to
his immediate supervisor with enough copies tor
the supervisor to distribute to other members of
his statt or to his supervisors. One copy of the
report shall be given to the Coordinator tor
Neighborhood Team Policing. This report
should describe the activities of the Neighbor-
hood Team and the conditions of the Neighbor-
hood. It should note problems which have been
taced, should discuss changes 1n procedures, and
should discuss methods of improving the opera-
tion of the Team, or the Department. The pur-
pose of this report is to improve operations. [t
shall not conain derogatory intormation about
any otticer and it shall not be used tor the purpose
of evaluating any member of the Team. Members
of the Team are responsible for making construe-
tive suggestions tor inclusion in this report.

Sectiun 6.
Constdering all relevant information, includ-

Work Schedules and Assignments:

ing the pattern of crime and emergency activity
which has occurred 1n the Neighborhood, the
Team Commander shall be responsible tor sug-
gesting to his supervisor the assignment of Team .
Members to serve during those hours which he
reasonably believes are likely to control crime and
to serve the Neighborhood. Work schedules,
subject to revision because of untoreseen circum-
stances, must be filed at least two weeks betore



t"ey take eftect and, subject to revision, should be
tiled ac lease one month i advance.

Team Members may be required, at cthe recom-
mendation of the Team Commander, to work
either in uniform or in plain clothes. Providing
they are properly licensed and trained, the Team
Commander may require them to ride in marked
or unmarked cars or scooters, to pertorm foot
patrol duties, or to pertorm a mixture of such
assignments on any tour of duty. They may also
be required to investigate crime, to meet wich
particular individuals designated by the Team
Commander, to appear at meetings, or to per-
form other special duties determined by the Team
Commander.

Section 7. Transters:

Any Team Member who desires to transter out
of the Team shall notity the Team Commander of
his desire to be assigned to other duties. No
voluntary transfer shall be considered or approved
until a writeen statement of reasons has been tiled
with the Team Commander.

Section 8. Crime Information:

The Team Commander shall be responsible for
obtaining copies of and knowing the contents of
available reports concerning the amount and na-
ture of crime which has taken place in the Neigh-
borhood.

Section 9. Conditions in the Neighborhood:

The Team Commander shall develop a reasona-
ble method tor keeping the Team informed of
conditions which may be important to them in
the pertormance of their duties. Such conditions
shall include c¢rimes which have recently oc-
curred, and information which has come to the
notice of the Team Commander or another Team
Member and which may be usetul in preventing
or controlling crime or providing police service,
Other administrative divisions shall cooperate
with the Team Commander in reasonable re-
quests made in fulfillment of these duties.
Section 10, Special Programs:

The Team Commander shall have a special
responsibility to assist people within the Com-

>
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nmand Territory who are addicted to hard drugs
and are involved in crime ac least partly because
of their drug involvement. The Team Com-
mander also shall develop special programs to
deal with local problems such as youth crime,
recurrent tamily fighes, and police-community
tenston.,

Section 11,

The Team Commander may request, when he
determines that such a request is reasonable, that
the Deparement conduce, by itself or by hiring
consultants, studies which may help improve the
quality ot police service within the Neighbor-
hood. Requests for studies should be submitted
through channels to the Commissioner. Unless
the request is urgent, it shall be contained in the
Team Commander’s periodic report.

Section 12, Station Duties:

The Team Commander shall be exempt from
station duties but other officials and officers in
the team shall share proportionately with other
personnl in the performance of necessary but
unwanted assignments,

Studies:

Seceson 13, Supervision of Team Commander:

The Team Commander and other officers as-
signed to the team continue to be responsible to
their supervisors in those matters over which
supervisors usually have authority. Supervisors
may require that the Team Commander modify
his operational plans as they direct. Supervisors
are responsible tor reading the reports of the
Team Commander, discussing the reports with
him, e¢ncouraging him to initiate worthwhile
programs, suggesting changes in operations, and
commenting on the periodic reports of the Team
Commander.

ARTICLE VI

Assistant Team Commanders

The supervisor of the Team Commander shall
designate three or tour sergeants to serve as As-
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sistant Team Commuanders. These officers shall ¢
responsible tor keeping themselves aware of de-
velopmenes within the Neighborhood and for
performing tasks delegated to them by the Team
Commander. When the Team Commander is on
turlough or on extended leave tor any reason. an
Assistant Team Commander designated by che
Team Commander shall assume the powers and
responsibilities of the Team Commander. An As-
sistant Team Commander shall prepare a writeen
report on developments and policy changes in the
Neighborhood during his service as Assistant
Team Commander, and he shall submit thae
report to the Team Commander within chree days
of the time that the Team Commander recurns o
regular duty.

ARTICLE VI

Team Detectives

Team detectives are pare of the Neighborhood
Team and are part of the Team Commander’s
staft. They shall perform continuing investiga-
tions, assist in training Team Members, assist in
reviewing arrest or investigation repores, or shall
perform any other duties assigned by the Team
Commander.

ARTICLE VI

Vacations

The Team Commuander’s application for a leave
of absence 1s subject to review and approval by his
supervisor. Team members shall apply to the
Team Commuander for a leave of absence, which
shall be geanted consistent with the scasonal
needs of the Neighborhood, the available number
of otticers. and the contliceing requeses of other
Team Memburs.
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ARTICLE IX

Substitute Team Members

Section . Changes in Team Size:

In his periodic repore (see Article V, Section
93, the Team Commander shall repore the num-
be:r of men available to him for street duty. The
T.am Commander should consider the problems
ir. his Neighborhood and the number of person-
nel available in the Deparement. If the Team
Commander then determines chae the regularly
assigned tield strengeh of the Team should be
increased, then he is responsible for asking his
superior officers for an increase in the number and
tor documenting the reasons for his request. The
Commander shall, for similar reasons, be respon-
sible for requesting that the size of his Team be
reduced and he should document the reasons for
that conclusion.

Substitute Otticers:

If the Team experiences substantial changes in
the number of officers on active duty due to
injury, illness, or other reasons, then the Com-
mander may request his supervisor to assign sub-
stitute officers co the Team (from other Teams)
and, during periods of high manpower availabil-
ity, he may intorm his supervisor that members
ot his Team are available for assignments to other
Teams.

Section 2,

Section 3. Request for Services of Special Unit:

If the Commander has special infornmation or
special reasons for requesting additional man-
power from centralized police unies on particular
days or tor particular periods of time, he is re-
sponsible for making an oral or written request
tor assistance ot the centralized unic in the pet-
tormance ot specitied daties. Such a request
should be discussed with his sipervisor who, if he
believes that the request has merit, shall take the
matter up with che appropriate unic. If the super-
visor is not available, the Team Commander may
take the mateer directly to the appropriate unir.
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ARTICLE X
Relationship To Dispatcher

Section |
The Nerghborhood shall be considered by the

Special Stacus:

dispatcher to beaspecial unies So rhat personnel
asstzned to dispatch duty will have a visible
means ot remembering the spectal status of the
Neighborhood. chat area shall be specially desig-
nated on the appropriate (maps) (display units) in
the dispatch ceneer.

Sectwn 2. Ordinarily Retain in Neighborhood:

Units assigned to pacrol within che Neighbor-
hood shall not ordinarily be requested to take
runs outside of the Neighborhood.

Section 5. faaeeption tor Emergencics:

It there s an madent which the dispatcher
belicves to an cmrgoncy (as detined in Areicle 1,
Scetion 7)Y then the dispatcher may require a Team
member to leave the Nerghborhood to take a run
in another Neighborhood. It the backlog on non-
emergency runs is over one hour or it a contin-
geney dispatch plan is in ettece (see Article XV),
then Team Members may be assigned to none-
mergeney runs out of their Neighborhood.
Nection 4.

Even it a Team Member could be dispatched to

Limitation on Emergency Excepion:

another territory pursuant to Seccion 3, such
action shall wor be taken it there are other sutti-
cient available police resources about as close to
the scene of the incdent as the Team Member.
Team Membais alwavs will be lase to be dis-
patched o an indident outside thete Neighbor-
hood. It there are not enough police resources
avatlable to handle an inadene adequately. then
Team Members who are in service may be dis-
natched pursuant to Section 3.0 no Team Mem-
bers i service are available to hardle an emer-
geney. then Team Members assigned to non-
emergency Calls may be dispatched.
Sectzon 5. Exclusion of Outside Units trom
\L'l_t.:hlh»fhmnl:

Police assigned outside the Nerghborhood
shall ner ordinanly be given runs ineo the Neigh-
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borhood. However, it there is an emergency (as
defined in Arzicle 11, Section 7) and all Team
Members are on missions of such importance that
they should not be reassigned (or if they cannot
be contaceed by radio), then the dispatcher may
assign an outside unit to take a run into che
Neighborhood.

Section 6. Fairness tor Dispatchers:

No dispatcher shall be subject to any discipli-
nary procedures tor occasional unintentional vio-
lations of these Guidelines.

Section 7. Record of Runs out of an Assigned
Neighborhood:

Each Team Member shall make a special indi-
cation on his activity sheet if he is assigned to a
run which takes him out of the Neighborhood.
Section 8. Special Dispatcher Record:

Each dispatcher who assigns a unit from out-
side of the Command Territory to take a run
within the Territory shall (place a RED X on the
dispacch ticket) (make the appropriate machine
entry) to indicate chat an extraordinary dispatch
has been made.

Sectivn 9. Intorming Tearn Commanders of
Runs:

A copy ot all incident or arrest reports related
to the Neighborhood should be furnished to that
Neighborhood's Team Commander by the officer
completing the repores. The officer's immediate
supervisor and Team Commander shall be re-
sponsible for assuring that the procedure see toreh
in this sccton s tollowed.

ARTICLE X1

Special Duties

Sectin 1.

The Team Beat Commander may auchorize any
Team Member to pertorm specitied police duties.
during which cime the Team Member ordinarily
will be required to carry a walkie-talkic. The
Team Comrmander’s monthly report will include
4 complete summary ot the number ot times, the
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amount ot time, and the reasons why members of

the Team were so assigned.
Section 2.

A Team Member performing special duties
shall notify the dispatcher ot his status, including
whether or not he is carrving a walkie-talkic and
what his specified duties are.

Section 3.

Ordinarily, a Team Member who is pertorm-
ing special duties shall not be assigned to any
runs. If an emergency (as defined 1n Article 1,
Section 7) occurs, then Team Member carrying
walkice-talkies may be assigned ro a run.

Section 4.

No unit pertorming special duties shall be
assigned toa run it there is another unit in service
in the Neighborhood and if that other unit could
be assigned or reassigned to the serious incident
and would be adequate to meet the needs ot the
incident. Team Member handling routine calls in
rhe Neighborhood should be reassigned to emer-
gencies before ofticers with special assignments
should be called into service. Depending on the
nature of the special duties, the dispatcher may
use his discretion to assign units from another
Neighborhood before he activates the special duty
unit.

Section 5.

No dispatcher shall be subiect to any discipli-
nary procedures tor occasional unintenrional vio-
lation of these {ruidelines.

Section O,

Each member of the Beat Team shall make a
special indication on his aceiviey repore it he was
on a special assignment when called and assigned
to G run.

Nectinn ~
Foot units shall zaz ordinarily be considered to
be on special assignment. They shall be available

to be dispatched the same as any other unie. 1t

toot units are given detaded mstructions requir-
g constant attention. then they may be consid-

cred to have o speaal assignment, as the Team
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Commander or another supervisor may deter-

mine.

ARTICLE X1l

Relationship to Other Unit:

Section 1.

Any police unit which sends an officer into a
Neighborhood should notify its Team Com-
mander or his supervisor in advance, wnlesy the
situation is so urgent that advance notification is
not possible and notice is given as soon thereatter
as may reasonably be possible.

Section 2.

Detectives assigned to a centralized unit shall
be exempt trom Section 1. Detectives ure encour-
aged to communicate with Neighbori ood officers
whenever they contace a citizen in a neighbor-
hood. Detectives are required ro report to che
Team Commander any strong adverse reactions
which they encounter while working in the
Neighborhood. Detectives also are required o
notity the Team Commander as soon as possible
about any investigation in a neighborhood it the
total amount of work time is likely to exceed tour
hours or it tour hours ot investigation has elapsed.

ARTICLE X111

Compensation

All police duties required or suggested by
these Guidelines ordinarily shall be pertormed
during the regular hours expected to be served by
officers or supervisors. All regulations relating to
extra compensation tor service at particular times
of the day. to coure time, or to additional com-
pensation, shall apply to the Neighborhood Team
and 165 personnel in the same manner as they
apply to all other personnel.

i+ 9



Q

ERIC

Aruitoxt provided by Eic:

ARTICLE X1V
Emergency Mobilization

These Guidehnes are suspended o che exeent
necessary: because of alternate assignments, dur-

ing amv pertod of energenoy molalization.

ARTICLE XV
Command Relationships

As

subject to all supervisory relationships not specit-

4 Licutenant, the Team Commuander s
il raoditied by chese Guidehines. It is in-
tended that all otticers of the Deparement should
become fanuliar with these Guidelines and che
meended purposes of the Neghborhood Police
Team. The Team Commuander is responsible tor
advising his supervisor about his Team's pro-
gram, and his plans. procedures, methods of
operations and orders are subjece to review and
revisten by his superiors. The reports of the Team
Commuander shall be submitted. uncdited,
through the chamn ot command o che Chiet.

Supertor otticers may attach their comments.

Since the responsibiliey tor police service in
Commuand Territory s a complex and demanding
tsk, supervisors are required to be aware of how
Nerghborhood Teams are operating and to make
suggestions and issue orders which will improve
the method through which the Team Com-

muander oxercises his responsibilicies.

ARTICLE XVI
Contingency Dispatching Plan and
Dispatching Officials

Neerren 1o Contimgency Dispatching Plan:

It & Naghborhood has no assigned personned

(either because none were scheduled or because
illness or other cause has resulted in i one hour or
longer period ot no coverage), then a contingency
dispatching plan shall automatically go into cf-
tect. Any ofticial may notity the dispatcher that
appropriate conditions exist or the  dispatcher
may take note ot the condivions tfrom available
information.

Section 2. Prioriev Ranking of Supervisors:

Every Team Commander, hicutenant or ser-
geant, shall be given o pricriey ranking filed in
the dispateh section and revised monthly pur-
swant to anstructions from che supervisors of
Team Commanders. Otticers designated as “ace-
ing supervisors” also shall receive rankings. Ser-
geants will receive the lowest rankings (tirse to be
dispatched), acting supervisors will receive nexe
towest rankings and Team Commanders will re-
ceive the highest rankings.

Section 3. Dispatch of Supervisors:

It asicuation is an emervieney which als involves
cither a substantial risk of danger to the respond-
ing officer or asituation requiring extraordinayy
judgment. then o Team Commander, licatenant,
sergeant or acting supervisor will be dispatched.
The dispatcher, cicher in his own judgment or on
the advice of any otticer, may decide whether a
sitaation meets the standards of this sectinn.

Section 4.
Assignments:

Priority ot Supervisors tor Particular

The avaitable (mot already dispatched else-
where) supervisor with the lowese assigned prior-
ity ranking e the Nesghborbuwnd, pursuant to Sec-

3

ton 2, shall be dispatched 1t the conditions de-

scribed in Section 3 are found te exist. It no
supervisor 1in the Neighborhood s available, then
the lowest ranking available supervisor from a
bordering Newhborhood (a Neighborhood wich a
peirable common border) in the same commuand (a

7
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group of Neirghborhoods whose Team Command-

ers have the same supervisor) shall be assigned. 1Y

no supervisor m oa bordering Neghborhood s
aviilable, chen any supervisor trom the same
command shall be assigned. i order ot his as-
stzned rank. oo supersisor e the commaned s
avatlable, then ooy supervisor moa bordering
commuand may be assigned, i order ot assigned
rank.

1K
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ARTICLE XVIiI
Amendments to These Guidelines

Every member of the Beat Team 2t oevery
other member of che police department shall be
cncouraged too make speditic suggese. s tor
amendments o improve these Guidelines. Al
suggestions tor amendments shall be torwarded to
the Othice of the Commander.
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APPENDIX B. SUGGESTED FORMAT
FOR TEAM COMMANDER REPORTS

(A suggested methad of collectmg tepores ina seadard format, o make r casier o

compare tepaores e ditferont reanis

Nate: The tiest and second sections of this report
are designed tor reports about whjectren and pro-
grami. Some ot the information in the third sec-
tion ub the repore, “pertormance measures, ™ Gin
be prepared by the data processing section and
submiitted to the team communder in depart-
ments with cthiaent data svstem.

IN A TEAM COMMANDER'S FIRNT RE-
PORT AND IN HIS ANNU AL REPORT (ON
EACH ANNIVERSARY OF HIS FIRST RE-
PORT), HE SHOULD STATE ALL ITEMS
FULLY. IN HIS QUARTERLY REPORTS, a
team commander should repore only chinges in
objectives or programs. compared to the previous
reporte.

The team commuander should order his report
as sugpested inchis tormat. He should delete any
head s which are not appropriate and should
add new subject headings if there is something
rimportant to report and nothing applicable can
be tound in the suggested format.

[, Neighborhood Conditions, Objectives and
Programs (Do not necessarily have an ob-
jective tor every condition. However, relate

E. Juvenile Problems

F. Police-Community Problems

G, Other problems believed to be impor-
tant by residents, businessmen or
team members

H. Corruption Hazards

[1.  Team Programs

A, Supervisory Program

B.  Personnel Scheduling

C. Truning and Education

D. Team Mectings (trequency, duration,

agenda)

[, Pertormance Measures

Present Change € hange
Level trom trom
flar Lint Fast
fuareerd juareer sedar

Crime Rates and Arrests

. Robbery rate

2. Robbery arrests

3. Number of robbery arrests trom
citizen intormation

4. Percent of robbery arrests trom
citizen imtormation

cachh program o an objecone and cach

objective to w condition. Ser speaitic, mea-

C.

D.

O

ERIC
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surable goals. where possible.)

A.
B.

Economic Conditions
Cualrural or Racial Faceors
Crime

Trattic

Nute: Burgliry should be reporred in the identical
tormat as tor robbery, Ocher Pare 1 erimes should
Gt practical) be reported separately by whether
they were commiteed by cither strangers or by
acquaintances or relatives. For the other Pare |
crimes chomicide, rape, larceny over 350, auto
thett and aguravated assavloy and tor Pare 1
crimes reported lumped together as a4 group),

Y
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ieems 3. and boqarreses resuleing from citizen
intormation) i the suggested tormat tor robbery

may be deleted.

B.  Volunteer Activities
Repore all major categories ot cttore
by Civilan volunteers, icluding an
estimate of the total amount ot volun-
teer time given to the tccam within
cach category.

C. Service Stafistics
€ hange Change
Presene Iteen Ttom
fees List Lt
tHop yuarter A1

vuareees (pt'fll‘ll(l |'\L‘fl [S118]

. Total number ot calls

2. Number ot written compliments
or complaints
3. Number ot telephone compli-

ments or complaints
b Total number of citizen inquiries
received directly by the team
9. Average amount of time spent on
Glls (excluding tollow-up in-
vestigation or prolonged mie-
diacion)

120
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6. Amount of time spent on follow-
up investigation

7. Amount of time spent on pro-
longed mediation (resuleing
from a service call)

8. Amount of time spent on media-
tion or reterrals not immedi-
ately resulting from a service
call

9. Number of community meetings
attended and briet characeeri-
zation of the organizations at-
tended

10. Number of attacks on team mem-
bers

I'l. Use of weapon by team members

12. Use of force (not involving a
weapon) by team members

IV.  Successtul Programs

Nute: This scction may be used for reporting on
suceesstul programs, using the format suggested
in Chapter VI, pp. 98 to 99. Reports on success-
tul programs may also be fled independently of
quarcterly repores.
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APPENDIX C. SAMPLE ACTION GRANT APPLICATION

(Without budget or data appendices)

Phe jurpose ot this appendin s toomdicate hew one department might peepare s aceon grant application. The
appincaton shows the steps whinh o departmant mght undertabe anorder o systematically implement

nerghborhood team poliomg The ustractons and grant vondittons aontamed m seandard grane applrcation torms

* have heen deleted tor the sahe of brevity (A ppemdices teterred toan this grant applicavion should be attached by
anapplicant but e not anluded weths sample application
Form DJCP- 1a tAction)
COMMONWEALTH OF VIRGINIA
Division ot Justice and Crime Prevention
Richmond, Virginia 23219 Page |
ACTION GRANT APPLICATION
I.  Application is hereby made tor an action grant in the amount of § from The Divisiui
of Justice and Crime Prevention, Commonwealth of Virginia,
1. Submitted by: City of Arcadia Police Deparement
1. Jurisdictions included in above: Arcadia, Virginia
IV. PROGRAM CATEGORY: ' VII. TYPE OF APPLICATION:
Improving Police Operations (x) Initial
V. PROGRAM TITLE: ¢ ) Revision
Arcadia Neighborhood Team Policing () Continuation
Project . .
VIII. PROGRAM FINANCE OFFICER:
VI. PROGRAM ADMINISTRATOR: . Nume Alan Manning
Name: Robert Sheldon Title Budget Director
Title: Police Chiet Bus. Add. Arcadia P.D., 15 Grant Ave.
Bus. Add. Arcadia P.1).. 15 Grant Ave, Arcadia, Va. 22303
: Arcadia, Va. 22303 Telephone No.
Telephone No.
. IX. SUMMARY: (Make every cftort to limit summary to the remainder of this page)
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SUMMARY

The objecave of the Arcadin NTP Pilot Project
15 to test the NTP coneepe and methodology in
Arcadia to determune it ie will have a beneticial
cttecton (1) the solution of criminal offenses, (2)
community artcudes toward che police, and (3)
patrol otticers” attitudes coward cheir work. Two
prlot projects. cach covering an experimental
andd a control neighborhood with similar popu-
lation characeeristics and crime problems, will
be undertaken. Each Team will consist of a team
commander, three sergeants and 30 parrol otti-
cers. The major clements of the program are: (1)

Form “_]( PosacActiom

total responsibility and accountability of the
team commander tor police service inhis neigh-
borhood, (2) continuous assignment of Team
members to the acighborhood, (3) development
of innovative programs and techniques, espe-
cially 1 the arcas of patrol operations and com-
mumey relations, (1) increase in police involve-
ment in community programs and ot the com-
munity in police programs, (5) improved work-
ing conditions and  protessional opportunicics
tor patrol otticers, and (6) evaluation of the
program’s ctiectiveness in meering s staced
objectives, It the program s successtul, ic will
be expanded city-wide.

COMMONWEALTH OF VIRGINIA
Division ot Justice and Crime Prevention

Richmond. Virginia 23219

P;lgc 5

ATTACHMENT A .
PROGRAM PLAN AND SUPPORTING DATA

This is a detailed explanation of the program. (See other side for instructions).

PROGRAM CATEGORY

Improved Police Operations

PROGRAM TITLE

SUBMITTED BY

City of Arcadia Police Deparement, Virginia

docad umt of covernmentt

L OBJECTIVES

The speaitic objective of the Arcadia, Virgini
Neighborhood Team Police Pilot Project s to
test the NTP concepr and methodology under
experimental crrcumseances tor a period of one
vear moorder to determine the program’s cttect

Of1 .

122

o The solution of criminal oftenses

o Community atritudes toward the police

o Patrolmen’s attitude toward their work.
Because Neighborhood  Team Commuanders

will be given complete responsibility tor and

authority over defined geographic areas and be-

cause team members will be permanently as-

135
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stgned to those naighborhoods, it is believed chat
the Teams will be more responsible to and beteer
able to serve the particular needs o those neigh-
borhoods. They will not only become tamiliar
with the people and problems ot the neighbor-
hoods. but they will be able to develop programs
destgned to meet the needs of the neighborhoods
and to enlist the suppore of the communicies in
the work ot the Teams.

[ is believed, turchermore, chat implementa-
tton ot such a program will resule in more cooper-
atton and trust between police and citizens, bee-
ter motivation among patrolmen and eventually a
reduction in crime in che experimental arcas.

The results of dhas testing will chus enable the
Arcadia Police Deparement co determine whether
these methods:
® Provide tor more ctiective utilization of patcrol

resources than existing methods, and
® Should be implemented on a ciev-wide basis.

. NEED FOR ACTION
A. Existence and Nature of the Problem

Arcadia faces the tollowing situation: crime. cs-
pecially violent crime, was increasing at an
alarming race of 15 pereent cach year (See Appen-
dix A). the urban community, parcicularly “the
youth and minorities, are hostile and uncoopera-
tive (Appendix B contains excerpes trom a recent
speech by the young, milicane Black leader in
Arcadia): and the average patrolman has often
scemed trightened. inettective and unhappy in his
work (Appendix C contains city-wide police data
documenting inaccurate and incomplete arrest
records, poor attendance records and increases in
resignations from the Deparement).

Retorms or imnovations imciaced by the pre-
vious Police Chiet met with resistance to change
at every level in the police burcavcracy. Finally,
because of icreasing specialization within the
police department, no one with the exception of
the Polwe Chiet himselt, was both reyponihle to
and wcomntdhle tor law entorcement in individual

et
|
\ ™

gecgraphic arcas of the city. Theretore, the newly
aprointed Police Chiet tele chae he had co initiace
change which would surmount che adminiseracive
obstacles, motivaee his peesonnel and combat che
Lrowing crime rate.

The Police Chiet realized that an approach
which incorporated che tollowing ecypes of actions
was necded:

. Delegacion ot auchoriey co small teams
responsible tor &l police performance in
a particular neighborhood. These teams
would become familiar wich the people,
problems and characteristics of che
neighborhood, elicie che suppore of s
people and allocate manpower and uti-
lize practices and technigues geared o
the needs of these neighborhoods,

v

Greater emphasis on police-community
relations. Through continucas assign-
mene o o neighborhood, police could
get to know individuals and groups and
their problems. They could help them
dirccdly or reter them to available re-
sources, The communiey, in turn, would
be more willing co assist che Teams by
providing mtormation about crimes and
helping out in voluntary capacities,

3. Improve working conditions of patrol-
men. Patrolmen’s preterences regarding
working hours and type of assignments
should be taken into consideration, Pa-
trolmen should be able to participate
meaningtully in planning and operating
police acaviries. They should be oftered
greater opportunities tor training and
specializing. Finally, the increase in con-
taces with people made possible by a
community-oriented approach co polic-
ing would mcrease pacrolmen’s feelings
ot accomplishment.

B. Lxisting Program
The program designed by the Arcadia Police
Department’s planners and furcher developed by
the Task Force on Neighborhood Team Police
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Pilot Projects incnrpuraltv all of the 1deas '.llft".ld)‘
discussed (See Sceaion T, below, tor details). A
$3,500 Planning grant was obtaimed tfrom LEAA.
An order was issued formally establishing  che
program. Licutenant Hugh Sergeant trom che 8ch
Precinct, with 19 years ot police service, and
Licutenant Charles Emory ot the Sth Preainct,
with 9 years service, were selected as Team Com-
manders. They received caretul brictings and have
actively participated in the work of the Task
Force.

The Sunnybrook and Riverside areas of the city
have been selected as the experimental areas and
the Upper Norchwest and Lictle Hills arcas as the
control groups (See Appendix D tor map of areas
and data used to determine sinmilariey of crime
patterns,  population characteristics and  socio-
cconomic data). The operational guidelines de-
veloped by the Task Force are in the final stages.
The tenative budget presented in this proposal is
being retined. The reactions of the communities
involved and the Arcadia Policeman’s Union are
highly tavorable.

e appears that the comprehensive planning
cttort is costing more than originally anticipated,
but all activities are considered essential to the
quality ot the program planned. Training will
also be an important expense, calling tor overtime
pay in the mitial stages of the program and for an
annual expendicure of $2,500 to pay for training
consultants when needed by Team Commanders.
Special communications equipment (five addi-
tional walkice-talkies) is bemg requested, as well
as two unmarked cars and three motor scootes,
to tacilitate toot and scooter patrols. Special uni-
torms tor team members will cost about $3.000.
Five thousand dollars is requested to pay for
reprogramming the Department’'s computer to
provide team commanders with usctul dara. Be-
vause of these additional coses to the Department,
the Task Force decrded to submit this apphica-
tion. ft hopes tor timely assistance.

12+
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L METHODS AND TIMETABLES

This narrative description of methods and
timetables s summuarized in the Chart which
tollows 1t:

STEP |

The Police Chiet sclected a Planning Seatt to
explore the possibiliey ofa team policing program
in Arcadia. They submiceed and obtained a Plan-
ning Grant trom LEAA through the State Plan-
ning Agency to enable them to conduct a thor-
ough review of other NTP programs, and to call
i expert consultants on planning NTP pro-
grams. They also consulted with community
leaders, top police management and the Police
Union’s representative to get his inicial response
and 1deas on the proposed program. When che
Police Chiet was sold on the program, he issued
an Order tormally establishing it.

STEP 2

Police Chiet Sheldon selected ewo licutenanes
out of twelve volunteers to become Team Com-
manders, based on experience, ability and inter-
est, and to serve on the Task Foree which would
develop objectives, policies and operational
guidelines tor the program,

STEP 3

The ten-man Task Foree created by Police
Chiet Sheldon included: the two Team Gom-
manders, two planners from his seaff, a Detective
in the Investigation Division, a Squad Leader
trom the Tactical Squad Division, and two ser-
geants and two patrolmen already selected o
serve on Teams, They defined the program objec-
tives described in L OBJECTIVES™ and devel-
oped guidelines.

Their major recommendations concerning
guidelines included:

Vo Location and Sice uf i\'ug/.)/)m'lmnu'. The
el program would consist of two control
arcas and ewo experimental arcas which would
implement the NTP concept. Although the
experimental arcas would only involve 10,000
out ot the dity’s 500,000 population. a pro-
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gram of this limited scope, it was tele, would
make useful comparisons possible. Also, unan-
ticipared problems could be easily resolved in »
small project.

Neighborhoods with similarities in che tol-
lowing areas were paired: pattern ot high
crime, high percentage of minority group resi-
dents, income level and school years completed
(See Appendix D of Grant Application for
source data on neighborhoods selected from the
Federal Census Tracts). To determine which
area from each of the paired neighborhoods
would receive a team program, a coin was
tossed.

2. Team Organization and Manpower Lerels,
The Commander of each team would be a
lieutenant, assisted by three sergeants and
about 30 patrolmen. Special units assigned to
work in the neighborhood will be instructed co
coordinate their activities with the Team Com-
mander.

3. Awhority of Team Commander. The Team
Commanders will have complete responsibility
for controlling crime in cheir assigned neigh-
borhe¢ods and tor the performance of their men,
including the aurhority to:

Allocate manpower as they deem necessary
according to schedules they design

Innovate with rotational assignments, use of
civilian volunteers or paid employees, investi-
gation procedures, ete.

Control a decentralized budget of $2,500 per
team.

4. Continuons Assignment to an Area. Pacrol-
men will be permanently assigned to a neigh-
borhood and will not be dispatched outside of
it except in emergencies or other exceptional
Circumstances.

S. Traming. A comprehensive training pro-
gram wiil be developed for Team Command-
ers, sergeants and pacrolmen in the team polic-
ing concept and the skills needed to imple-
mene ic. This program will be dynamic. adape-
ing to meet specitic individual and program

needs. About 25 percent of Team meetings
will be devored to in-service training.
0. Persunnel System. The entire personnel sys-
tem—recruiting, training, incentives, ¢tC.—
should be restudied. Job descriptions should
be rewritcen so that team members will be
given credic for cheir cttores to serve the com-
munity and participate in decision making as
well as to make arrests.
7. Evaluation Plan. An evaluation plan
should measure the effect of the pilot projects
on:
® The solution of criminal offenses
e Community atticudes toward the police
e Putrolmens’ attitudes toward cheir work.

Having set the basic pelicies and guidelines tor
program implementation, having developed a
tentative budget and having received favorable
reaction from the community, the Task Force
suggested chae the deparement submit a proposal
to LEAA tor additional tfunding. The Police Chiet
inscructed che team commander to proceed wich
developing the specitics of cheir particular proj-
ects.

STEP 4

The Team Commanders will sclect otticers
(sergeanis) to develop and implement an initial
training program immediately. Both men plan to
use consultane help to design and adminisceer che
tota! training program, which will run the dura-
tion of the two projects.

STEP 5

Both Team Commanders will supervise the
development of specific evaluation criteria and
instruments to be developed by the Planning
Statt. It is likely chat a consultant will be hired ro
help design and implement pre- and post-imple-
mencation patrol and communicy acticude sur-
veys.

STEP 6

Final selection of other team members - pa-
trolmen, sergeants and detectives —will be made
to assure thae they will be represencative ot the

125
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rest of the deparement, so as not to introduce bias
into the experimental design. They will receive
oricntation and tranimg at the very beginning of
the program. A regular time and place tor Team
mectings will be worked out.

STEP 7

The Tean Commanders will cach assign
sergeant to work wirh the Crime Analysts Divi-
sion to develop a crime intormation and analysis
system tor the neighborhood. He will also under-
take o thorough study of groups and organiza-
tions in the neighborhoods, customs, problems,
resources, cte. The purpose of these ettores, which
will continually be updated, is to determine the
special law entorcement and police service needs
and problems of the neighborhood. .

STEP 8

The Planning Division will conduct a thor-
ough study of the city's reterral agencies tor use
by team members in helping individuals. Team
Commuanders will edit the study to make it appli-
cable to the needs of their particular neighbor-

hood.

STEP Y

A manpower allocation system will be devel-
oped which corresponds with the crime patterns
and needs of the neighborhood and the preter-
ences of individual otticers. The Computer Divi-
sion’s resources will be utihzed to help in chis
complex task.

STEP 10

The Team Commanders have indicated that
they plan to institute many new patrol tech-
niques, such as heavy toot and scooter patrols and
some one man car patrols, This will be a continu-
ous cttort. Alternatives to sending patrols to an-
swer calls will be considered, such as: handling
routine reports by telephone and sending out
report torms by mail in order to reduce unneces-
sary demands of Team time.

STEP 1

Communiey outreach programs will begin

126

after team members have become knowledgeable

about the neighborhoods. Lines of communica-

tion will be established with all areas of the

neighborhood. Monthly meetings are planned to

enable police and residents to air out problems

and develop working relationships. Other possi-

bilities include:

® use of volunteers to man community relations
storefronts

® organization of police auxiliaries

® business owner education

In addition, team members will be encouraged to

develop a rapport with as many individuals as

possible,

STEP 12

The Team Commander will see to it that the
Dispatching Procedures are revised and strictly
adhered to. He will also check to determine
whether the communications guidelines are being
followed diligently.

STEP 13

A study of non-recurring patrol duties will be
made to determine if any functions normally
performed by police officers could be assumed by
civilian employees or volunteers. A special unit
could be formed to handle assignments such as
protecting sporting events and rallies.

STEP 14

The Team Commanders will coordinate their
cffores with each other and with other units such
as the Homicide Section of the Detective Divi-
sion. They will also assign otticers to dissenunate
information about the program and put out a
newsleteer.

STEP 15

A complete internal inspection activity will be
planned for late in the year to guard against
corruption, graft. misuse of tunds, cte, and o
report upon the etticiency of ticld operations.

STEP 16
Late in the year, post-implementation surveys
will be implemented, all surveys will be analyzed

RIS Y
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and an evaluation report written. A Final Report
to LEAA will be submieeed.

IVOIMPACT AND RESULTS
A. Anticipated Accomplishments

L. Impact un Patrolmens' Performance. A sig-

nificant improvement in police performance

is anticipated as a resule of implementing

this program. This improvemene will be

evidenced by:

® More accurate and complete arrest records
and investigation reports

® More arrests leading to prosecutions and
convictions

® Decrease in response time.

2. Impact on Patralmen’s Attitude Toward

Therr Work. Under a NTP program the

patrolman is treated as a professional; he is

given responsibility corresponding with his

ability, assignments and work schedules ac-

cording to his preferences (to the maxi mum

extent teasible), and is rewarded for initia-

tive. The hoped tor result is:

® Improvement in patrolmen attendance
records

® Higher morale among patrolmen

® Greater involvement with community ac-
tvities.

3. Improvement in Police-Community Relations.

The greater involvement of patrolmen in

community attairs should resule in greacer

mutual understanding and cooperation.

Mecasures of this mighe include:

® Increase in arrests resulting from citizen
information

® Increase in information about criminals

e Change in observed behavior of police
toward citizens

® Increase in citizen voluntecrs.

A. Reduction an Crime and Crime Kate. No

signiticant reduction in the amount or rate

of crime is expected to show itselt in the tirse

year ot this program: in tact, these measures

may temporarily increase due to increased

reporting of crimes. However, careful rec-

o

-t
-~
-

ords will be kept so that program impact
over time can be measured.

B. Benetit to the Criminal Justice System

It the experience of these Pilot Projects proves
that they are worthwhile endeavors, this program
will be expanded to other areas of the city and
eventually applied city-wide. It is possible that
other cities could successfully adapt Arcadia’s
version of NTP to their own needs.

NTP has a strong crime prevention clement,
For example, ir families with economic or per-
sonal problems can be referred to appropriate
social agencies, it is possible that many crimes
will be prevented, thus lessening coure backlogs
and reducing costs of penal institutions.

Finally, NTP encourages both patrolmen and
residents to express their ideas and needs and to
participate to a degree in decision making which
is a democratic and healthy development.

C. Innovation and New Knowledge

Throughout the application examples have
been given of innovative programs which may be
implemented. These include:
® Assignment of detectives to teams
® The new supervision concept based on partici-

patory management principles
e Utilizing citizen employces for stationhouse

duty.

A great deal of new knowledge should accrue if
this program is implemented as planned. For
example, the Arcadia Police Department will
learn whether continuous assignment of patrol-
men to a small, detined neighborhood will resule
in lower response time, improved community
police relations and greater job satistaction for
patrolmen. The Department will also learn
whether encouraging protessional treatment of
patrolmen will resule in improved performance
and morale.

VI. RESOURCLES

A. Arcadia Police Department Facilities.

The resources of the Arcadia Police Depart-
ment will be available to meet reasonable requests
of the Team Commanders. As already mentioned,
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the Planning Division played a key role in plan-
ning the program and will continue to provide
any service it can. The Computer Division was
tapped for the process of selecting sites for the
projects and for determining the manpower alloca-
tion plan. The Personnel Division was involved.
The Crime Analysis Division helped the Team
develop an information and analysis system tai-
lored to Team needs. The cooperation of the
Communications and the Detectives Divisions
will be essential.

Many public and private agencies and organi-
zations will be called upon to provide assistance
to individuals in need or to speak before in-
terested audiences.

B. Qualifications of Professionals and Consul-
tants.

The qualifications of Team Commander and
Team Members is set forth in the Task Force
Guidelines contained in Appendix E. Two Team

Commanders, Lieutenants Hugh Sergeant and
Charles Emory have been selected; other team
members will be selected soon.

Consultants utilized to date include:

- @ John South, 23 Pine St, Richmond, Va.
"Hired ro help <he planning staff define
their problem and consider alternative
solutions, such as NTP. He has a Ph.D.
in Psychology and teaches a course on
“Law and Order and Society” at the Uni-
versity of Richmond.

® Arnold Jones, 455 Sinclair Avenue, Fair-
fax, Virginia. Helping the teams develop
a comprehensive orientation and training
program which will be geared to meet the
needs of team members. He was a police
officer for five ycars and now works for
Urban Affairs, Inc., and has participated
in the Oswego, New York NTP Program.
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® Susan Reid, 2113 Elm Street, Arcadia, Vir-
gin: Helping the team develop speaific eval-
wation criteria and instrumencs. She has a
M.A. in Scacistics and alse works tor Urban
Aftairs, Inc.
The Task Force tor Arcadia’s NTP Pilot Pro-
grams was described carlizr in 11 Mcthods and
Timetable.

VI. EVALUATION

The objective of the Arcadia NTP Pilot Proj-

ects is, as stated carlier, to test the NTP concept
and methodology und ¢ experimental conditions
for a period of one year in order to determine its
effect on:
® The solution of criminal offenses
o Community atritudes to the police
® Patrolmens’ attitudes toward their work.
The purpose of these objectives is to enable the
Arcadia Police Department to determine if cthis
method resules in more effective utilization of
patrol resources u ! existing methods and should
be implemented city-wide.

The evaluation program will have two parts.
The tiese pare is to identify problems. A system-
atic procedure is being developed to enable Team
Commanders to review team operations to make
sure they meet the ar,roved guidelines and de-
vise remedies for proble.ms that are detected. This
might be called “program monitoring.”

The second aspect is designed to measure the
ctfectiveness of the NTP projects. Evaluation cri-
teria and inscruments are being developed to
measure changes in police attitudes toward their
work and community attitudes toward the police
in the control and the experimental areas.

To measure the effect of the program on the
apprehension of criminals, caretul records will be
kepe of:

® The number of arrest by type of crime

® The number of arrests resulting troni citizen
information

e The number of arrests resulting in prosccution

e The number of arrests resulting in convictions.
To measure the etfectiveness of the program on

crime reduction, reported crime data will be

carefully examined. A Citizen and Businessman

Victimization Study is considered unjustificd at

this stage of program development.

A Citizen Survey will attempe to determine:
o Citizen fear of crime
Attitude toward team members and NTP
® Number of volunteers for jo'nt police-commu-
nity projects.
A Patrol Survey will attempe to determine:
® Team members’ attitudes toward supervisors
® Team members’ ateitudes coward difterent
types of police service
® Increase in job satisfaction,

Finally, improvement in polic- services will be
measured in part by:
® Police attendance records
® Use of trained observers
® Frequency and nature of police-initiated con-

tace.

It the resules of these evaluazion effores indicate
that the Pilot Projects have met the stated objec-
tives, the Arcadia Police Deparement intends to
implement a much larger program for the tollow-
ing year.

VII. CRIMINAL JUSTICE ADVISORY COM-
MITTEE

The Arcadia Police Department has access o
the Criminal Justice Advisory Committee of Re-
gion 10, Virginia.
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APPENDIX D. A TEAM COMMANDER
IN NEW YORK'S “EL BARRIQ”

By Sergean. Anthony Vastola

The tdbhacee ey s producad by permission of Sergeant Vastold, who has been asssting i the
vont bt ot Operation Naghborhuad, i New York Ciey winee 1971 Presous to chat time, he was g
pattnl oy crvser o preonct wieh tive neighborhond police teams This attachment repuesents Sergeant
Vastab s cnprese s concerong the sicoess of Sergeare Andrew Riera, the communder ot one negghborhood
s reant an New York Con The ewas s presented a8 @ practical example that may stimulate team
et e csssderme same potentially usetud approaches whith can be combined together into 4

LR R A R U

A team commander as a police sergeant who
has volunteered tor assignment to the Neighbor-
hood Police Team Program of the New York City
Police Departinent. The program is 1+ New York
City outgeowth ol Police Commissioner Patrick
Vo Murphy's
which he msaitured while Police Commissioner

‘Beat Commuander Program, ™
in Deeronr !

The principal clement of the Ne ghborhood
Police Veam Program s the long-term assign-
raent of @osergeant and 4 team ot trolmen to a
Jdetined neighborhood aree. The ebycctives are to
bring the pohiee Jdoser roche community, to
rmprove meernal police ethiceney. and to control

CPLAe by ncreas g commumity couperation.
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The magnitude of problems facing a police
administrator, such as a team commander, 1n
deciding the role of the police in their environ-
ment is comprehensively described by Herman
Goldstein:

It 1s apparent t) most large-city police administrators
that police service is very directly attected by changes
in our soctal environment. including sich tactors as
chunging atteudes coward che cniminal, inacsing
mobiliey, greater affluence, changing patterus of hite
among young people. and changing attitudes 1n our
relations with minoriey groups.?

Where changes in the social environment in-
hibit police performance, the group structure ot
team policing may provide the impetus needed to
develop mutually satistying police-societal per-

¢ Samuel G Chapmuan, Fditer. Padice Pated Readings (Springtield. 11

Livas Charles € Thonmas Pubbisher 19701 po 1
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spectives. In his study of volunteer groups, Ar-

nold M. Rose? tound that groups faced with

opposition are more highly active in pursuic of

group goals, more likely to develop a complex
seructure, more likely to be flexible in activities
and techniques, and have @ more cohesive rela-
tionship among their members than groups taced
oniy with competition, or groups that taced nei-
ther opposition nor competition.

To cope with these problems, a hypothesis is
ottered: The success of team policing in New
York City is primarily dependent on the team
comiaander’s ability to identity the needs of the
community he serves and the ways in which he
develops resource - and devises tactics to satisty
these community needs. The team commander
must use the wide laticude given to him o
achieve his tunctional objectives. (This Laitude
has. in cftece, created a “modern police man-
awer.” At this writing, there are "0 neighborhood
police teams tunctioning throughout New York
City))

This essay i essentially a role stud;, ot one
team commander assigned to an East Harlem
police precinee in the “El Barrio™ section of New
York City.® It will describe the “role-demands,
personal role-definitions, and the r'e-pertorm-
ance”® of a team commander’s itteraction with
the commumnity, the crin inal. and the members
ot his team. Sergeant Andrew Rivera has been a
team comnunder since July 1972, His role and
ctiectiveness, hike those of other commanders, are
dependent on the social environment in whict i
works. His team was seleceed tor this paper solely
tor the topical aspects of the “El Barrio™ cornmu-

Carncbi AL Rew Voluneary Asseccations Under Condinions of Com.
cermenan LOanele e i m Ve el i Thumas B Lasswell. John
P Borennn ames Selney H Aronson 10 hnagn Seete, Foresman and Come

Py TS

B R A

b v oamteresting Bistoraoal e npton et PUMgrre andt the Puerto
Kooas e New Yorn Cary e Bevend 20 Midine Pooo by Nathan Glaeer andd
Dreve 1P Mo e Canberdee, Masachoserts The MIT 0 Press,
Pt

“Pee o 8 Lren Rale, Personalinn, and Sexoety Strusture o the

Ot wsatral Setfane . by Daniel ] Levinaon, g Lk

nity. i.c.. high crime rate and other social prob-
fems.
ROLE OF TEAM COMMANDER

All team commanders work under one set of
“formal” role demands. issued ‘o general. and in
some nstances ambizuous, terms by the New
York City Police Department. The team com-
mander has discretionary power to supply and use
police resources within his neighborhood area. At
the same time, he is subject to the overriding
decisions of his superior otficers and to the provi-
sions of Department rules and pro dures. The
ccam commuander is free to determine his working
hours, but he must report to a superior pricr to,
and upon completion ot his work day. He muse
also furnish a weekly work schedule to his com-
manding otticer. Whether on duty or not. the
comnuander s responsible tor the activities of his
men. He s responsible for 2-4-hour coverage of
the team area and must assign his men accord-
mgly. He s also responsible for assigimng his
men to work during hours i which they are most
likely to control crime and to serve the commus-
nity living within the arca. He may assign his
men to duey in civilian clothes after secaring the
approval of his commuanding otticer. The team
commander is responsible for establishing lines of
communication within his team and conducting
frequent conterences with members ot his team.
The commander submits quarterly reports to
“headquarters” concerning the operations of the
team. He s encouraged to actively assist the
people of the neighborhood and to seek outside
assistance from other ciey and private agencices.
He is encouraged to develop the widese possible
verbal and written dissemination ot mtormation
regarding the existence and purpose ot the
Neighborhood Police Team. The community
should have personal know ledge o the tean com-
mander and his men. The police team should
trequently visic with e and communiry orga-
nizations to discuss mareers of mutuad co e’

SNew York Caey Pabcd Devarernans Longe aas U ranany Prowe-{ure

tpnbor s Decentor 0 10
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Incerestingly, the Police Department’s role de-
mands contam many burcaucratic demands thae
are common in th - more complicated and special-
ized modern cultwes,® but at che same time
include a more progressive, personal tlexibilicy,
not normally tound in the police service.

The role of Sergeane Rivera i che “El Barrnio™
community is one of relatively high status. Terms
such as “chiet™ and “commander,” which are used
to dentity him, evidence chis atcicude. Like most
people of high status, Sergeant avera has a high
level of interaction with others, especially in the
sense of originating activiey.” His role interaction
with individuals who become signiticant to him,
the ways he pereeives them, relates to them, and
understands their relationships to the other per-
sons in his world are crucial elements ot his

1 as will be illustraced later in chis

ettectiveness,
paper.

It s importiat to this essay to have a clear
perspecive ot the Puerto Rican citizen in New
York € ey, His cultural visibilicy i “El Barrio™
is especially marked among new migrants. Lower
class Puerto Ricans can usually be identified by
their dress, especially the women, who favor
styles of bright colors. In old-fashioned Puerto
Rican tamihes, litele giels” ears are pierced in
babvhood and they wear carrings.

The value system ot the Puerto Ricans is simi-

Lar to other Spanish-speaking peoples’. Pride is of

paramount importance. The culture and social
svstem are male dominated. Great emphasis s
placed on masculinity. A man must be stable and
strong, sexually virile, honest and  reliable in
work. aggressive in combac. and sensitive about
his honor. He s logical and can reason. Women,
on the other hand, are tral, illogical, and casily
deluded. Theretore women must be guarded and

SMas Woeler betasra,
Sohaicr fa N A Yok
' Readin, n
€ Hompn e 288
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el by Baliear A

Aanpany Moy 3

i Ky e, ooy el
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accompanied py the responsible males of the fam-
ll\' 1 .
"El Barrio,” like other minority communities,
has been the concern of many people involved in
the criminal ju re system. Of special interest is
the threat of “polarization™ between the police
and the minoricy community. The National Ad-
visory Commission on Civil Disorder ettectively
describes the enormous responsibilities and che
perplexing community role-demands placed upon
the shoulders of someone like a ten commander
working in 4 minority community.
The abrasive relationship between the police and mi-
nority communities has been a major—and  explo-
sive—source of grievar oe, teasion, and disorder. The
blame must be share by the total society. The police
are faced with demands tor increased protection and
service in the gheto, Yer the demands themselves
create tension and hostility. The resulting grievances
have been turther aggravated by the lack of ettective
mechanismis tor handling complaines againse the po-
lice. Special programs tor bettering police-commanity
relations have been instituted. but these alone are not
enough. Poiice administrators, with the guidance of
public otticials, und the support of the entire commu-
nity. must take vigorous action to improve law en-
torcement and to decrease the potential for disorder. !?
An eftective police-community relationship is
otten dithicule to accomplish in a minority com-
munity such as “El Barrio.”
IMPROVEMENT OF POLICE-COMMUNITY
RELATIONY
Sergeant Rivera was quickly made aware of the
frequent incongruities of community role-de-
mands on the police. Shortly after his team was
organized in the “"El Barrio” sector, Sergeant
Rivera was contronted with community hostilicy
toward his ofticers. Apparently, the hostility was
precipitated by several arrests for street dice

games. '

VU harles FoMarden and Gladss Mever, Menoratien o0 Amerteaan Netely
iNew York Van Nostrand Remshold Company, 1906, p 161

VR ey 0 e Nateazad Adivery Commppsaen an Coeed Deerder. Ot
Kerner CharmaotNes York A Buntan Book o 1968 ¢ X1

U Mach ot rhe team s experences hasve been extracrod e the team
vommamder s tormal pob e repores. and trom seseral peesonal iotenaews

wirh Sereeant Rivera



Ic was difficule at first to understand why the
actions of his men, which were intended to rid
the community of "unsavory conditions,” would
trigger such an unfavorable reaction from its
citizens. Community demands were not as spe-
cific or clearly defined as they seemed. It soon
became apparent that motivations underlying the
hostility had to be considered prior to further
team activity in the community. This problem
set the first priority for Sergeant Rivera in his
management of police-community matters. He
had to convince the community residents that he
and the team have a genuine interest in the
community they serve.

Before Sergeant Rivera could begin a meaning-
ful community orientated program, he mct his
second sctback: The Knapp Commission. In a
report to headquarters, the team commander ex-
plained his plight:

Last month the undersigned reported that sustained
and consistent effores were needed to restore lost
confidence among the citizens of the community.
Recent revelations by the Knapp Commission have
heightened animosities toward the police by contirm-

ing the views of cynics and skeptics. This warrants
increased public relations.!*

Initial community contacts by Sergeant Rivera
and his men were tentative and loosely struc-
tured. The community, during the years, had
met other policemen who spoke in a friendly
manner and made promises that they either could
nct or did not care to tulfill. The neighborhood
police tearn members made no promises at first.
They sought to be personally identified as mem-
bers of a team that had volunteered to work in “El
Barrio™ neighborhood—nothing more.

Meanwhile Sergeant Rivera pondered ways for
opening up lines of communication and develop-
ing means for fruitful interaction. Emphasis was
placed upon positive public relations contacts,
attendance at community functions, and team
participation in community action programs.

Y4 The October 1971, team commander's report tu headquarters.

-
A

Thought was given to working with other gov-
ernmental o S,

Betore a *Hlice-community programs could
be implem ated, however, their overall conse-
quences had to be considered. There is a sociolog-
ical distinction between those functions of a social
practice which are “manifest” and which are “la-
tent,” '3 “Muanifest functions are intended conse-
quences of the practice, latent functions are con-
sequences of the practice, which are not originally
intended and are often unrecognized. Put an-
other way, manifest functions are ‘purposes,’ and
latent functions roughly correspond to ‘side ef-
fects' or by-products.”!®

This concept is particularly evident in police-
community interaction. A seemingly innocuous
confrontation may have serious consequences. For
example, a friendly “hello” directed towards a
community businessman by a policeman may
raise suspicions of complicity in the eyes of some
community elements, marking the businessman
as a "'rat,” not to be patronized or accepted. This
example emphasizes the importance of sensitivity
on the part of a police manager.

To insure the least amount of unfavorable im-
pact from latent functions, programs of “neutral
implications” (those intended to benefit the gen-
eral community as much as possible) were de-
signed. Sergeant Rivera and his team performed
in ways never before experienced by the “El Bar-
rio” community. “Flyers” were distributed
among the neighborhood citizens, identifying the
commander and soliciting their complaints and
views on commurnity problems. The team com-
mander “walked the neighberhood,™ meeting the
people and explaining his purpose, never asking
for anything in return. His officers would often
park and leave their patrol cars. While on foot,

"% For a4 defimtive discussion of manifest and latent functions, see
Robert K. Merton. Social Theory und Sacial Structure (New Yurk: Free
Press, 1957). Chapter |

1% Frederic Suffer. “"Bail Setting A Study ot Courtroom Interaction.” 0
Crime and Justice m Suciety. ed by Richard Quinney (Boston Little. Brown
and Company. 1969),. p 304
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they would scop to speak to members of the
community-- people gathered on tenement
stoops, or the owner of a local “bodega,” or
young boys tossing a basketball chrough the
rungs of a tirescape ladder. The ofticers were no
longer seracgers, inditterencly passing by ae the
wheel ot a green and white patrol car. They were
“Joe' and "Tom,” or whatever,

Community programs such as “Escoba”
(broom) were implemented by the team com-
mander. “Escoba™ asked the community to par-
ticipate in cleaning up the unsanitary conditions
in "El Barrio.” The Sanitation Deparement
agreed to cooperate with che police team in che
ettore. Local merchants were instructed in cheir
responsibilities for maintaining their sidewalks in
sanitary condition. Landlords and superintend-
ents were advised of cheir obligations. " Flyers,™
in English and Spanish, announced the program
to the community. The community wanted “a
cleaner neighborhood in which to live,” and the
team commander asked them (the community) to
participate in meeting ctheir objectives. Over time
“El Barrio” became more sanitary than it was
betore the arrival of the police team. Streets were
swept more regularly, litter recepticles no longer
cluttered the sidewalks, and more importantly,
the team members found a means for displaying
their concern tor community needs.

Sergeant Rivera extended contacts with rhe
community through a caretully planned reterral
system. Sucial service agencies such as the Model
Cities Alcoholic Unit, and Legal Propinquity (a
youth service group) were broughe to the ateen-
tion of the community througn the efforts ot the
police team. The team would refer, often call,
and sometimes escort people to the appropriate
agencies. The Harlem branch of Small Claims
Court was used extensively to overcome the ti-
nancial exploitation of community residents by
uascrupulous mierchants, a common occurrence
in gheteo neighborhoods. '?

U This was 4 maot hading i the Report of the Natwnal Advnery

Commpvipon on Cadd Dyorder. p 271
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The team commander recognized that much of
the “El Barrio” community lived under condi-
tions of poverty. This kind ot neighborhood us-
ually exhibits teartully high rates ot alcoholism,
desertion and illegitimacy. '™ While reterrals to
the alcoholic unit may not cure the social ills
which create che "anxiety” often associated with
chronic intoxication, ' the approach was signiti-
cant in that it oftered tangible evidence of the
team'’s concern and eftorts in the community. The
team cfticers has too often mediated drunken
disputes with litele recourse except to arrest the
parties involved, or at best, to send them on cheir
individual ways, usually to nowhere or to more
trouble. Those people with drinking problems
(such as the chronic drunken brawler) can now be
helped by the police team. They can be reterred
to the Alcoholic Unit for necessary treatment.
Sergeant Rivera or his representative have ofeen
tollowed-up on the referrals to stimulate compli-
ance with the program’s standards. This personal
kind of police-community interaction is impor-
tant to the eftectiveness of the team in che neigh-
borhood.

Afeer several months had passed, the neighbor-
hood police team had become sufficiently known
and accepted by the community to permit the
team commander to take on the second priority in
his management of team matters: crime in the
community.

YOUTH PROGRAMS

The team commander was particularly sensi-
tive to those crimes committed by the neighbor-
hood youths. The ghetto adolescent’s distorted
image of success and its relationship to crime s
especially well described in the Report of the
National Advisory Commission on Civil Disor-
ders:

Yotbad L p 2RI
Y Vactor Barnow, Cultere and Perwnality (Homewood, linos The
Dorsey Press. Inc . 1964 p 3446
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With the tather absene and the mother workimg,
many ghetto chiddren spend the balk of chere cime on

the streets  the streets of a0 cnimendden, violenee

prone and poverty stricken world. The image of

suceess 0 this world 1s not that of the “solid dieen,

the cesponsible hashand and tacher, bue racher chac of

the “hustler”™ wha promores his own antereses by
explotang others. The dope sellers and the nambers
runners wre the “successtal” men becaase ther carn-
s tar vaestrp those men who ey to chimb the
economic ladder in honese ways. *"

It is important to a local prevention and con-
trol program to ettectively coordinate all commu-
nity resources so that any child or tamily requir-
ing help can get the kind of service needed at the
strategic moment of need.?! The team com-
mander joined torces with Legal Pro, a youth
agency created to provide indigent neighborhood
youths with free legal aid, educational assistance
and employment opportunities. The program di-
rector and Sergeant Rivera met frequently to
coordinate their etfores.

In his dealings with “vouth crimes™ the team
commander had to develop ways and means tor
performing acts of support and concrol simulca-
neously. "Support without control is overprotec-
tion and invites passivity and dependency, while
control without support is tyranny and invites
rebellion. 22
explicitly concerned with acts of control, keeping

While the general police role s

the peace and apprehending those who commit
crimes, it is at least latently concerned with
support.?® The officers of the neighborhood po-
lice team, however, are “expliciely” required to
pertorm both functions. The “El Barrio™ commu-
nity, its adolescents particularly, must be made
to understand and accept this police dilemma.™

20 fhd | p 262
S Wiallam €
Finanang. and Law Entorcement are not Enough. " Cantomporary Aduden-
wence Readingt. ¢d by Henhel D Thernburg riselmont,  Californig

Wadsworth Publishing Company. 1971, p 261

22 Comme und Judtne or Searety. Flane Commng. Lan Camimnmg, and
Laura Edell,  Policeman as Phudosopher, Gurde and Friend " po 16

2 Ibid p iR

Kyaraceus,  Delinquency Presention Legnlatron,

-

The police team wanted to help the children of
“El Barrio,” but it would not be lulled into the
role of a Jdoting parent. There must be some
control.

The Police Team was tlexible in ats dealings
with youth problems; the team commander
wanted it chat way. The more severe juvenile act,
that which would normally be classitied as a
telony crime if committed by an adule, would
have to be handled through formal channels, 1.¢.,
the Juvenile Coure, Often the child involved in
such conduct was not receptive to police team
ass stance, would not speak to nor comply with
any “auchority tigure.” His problems of deviance
were beyond the scope of the team commander’s
resources. A professional, long-term commut-
ment was required. The court provided assistance
in these cases, usually an over-worked social psy-
chologist. The police team was better equipped
to handle the less severe juvenile problems, e.g.,
truancy and petit crimes.

To create a more informal means tor dealing
with youth problems, the team commander des-
ignated one of his men as “Neigl.borhood Police
Team Youth Patrolman.” He would devote most
of his working time to close interaction with the
children ot “El Barrio.” He would learn the
names of the children and their families, become
personally involved wich their problems and seek
viable solutions. He would leceure at che local
schools, warning of the consequences of truancy,
drugs and the like. He was called by his firse
name. “Don’t call me sir, call me whatever!” He
represented the police team and the commander
to the community. He brought the youth prob-
lems of the community to the police, and the
police problems of the team to the community.
The community soughe help for their children
and the otticers of the police team answered the
call.

The team commander understood that, under
most circumstances, it was Hest to handle com-
munity demands cthrough informal channels.

137
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More could be accomplished in a more personal
atmosphere, one that met the needs of the indi-
vidual. Minor youth violations were often han-
dled informally by the team. For example, a
youth caught tking property from a clothing
store might be made to personally return che
article and apologize to the store owner—in the
presence of a police team member of course. The
owner was satisfied and the youth was without an
“otticial record.” He would be escorted home and
“asked™ to report to the Youth Patrolman on the
tollowing school day it possible. If he met the
Youth Patrolman, which happened approxi-
mately tifty percent of the time, he would be
interviewed concerning certain aspects of his per-
sonal lite, i.e., parents, school and the like. The
ofticer might suggest some youth program that
was operating in the neighborhood. He might
ask to meet with the youth again. Each case was
ditferent, with its special problems. Those who
did not show for the first meeting were left alone,
the thought being that it might be more harmful
to force those children to comply than it would be
to let well enough alone. An unofficial listing of
the "no-show” youths was maintained by the
Youth Patrolman. He might visit their schools to
examine their attendance records. He might ar-
range for “special lectures” in their home-room
classes. Again, the approach was flexible, geare.
toward obtaining the most positive results.

The team commander closely managed all po-
lice activity concerned with youth problems in
“EI Barrio.” His Youth Patrolman was an exten-
sion ot his authority, a specialist. All of Sergeant
Rivera's ofticers were responsible tor overcom-
ing youth problems. At neighborhood meet-
ings, the team commander would emphasize the
need tor community cooperation in this matter.
Citizens were asked to call the Sergeant or his
Youth Patrolman concerning their childrens’
problems and they did! The team’s initiative on
this issue implicitly required community mem-
bers to become involved, to help themselves.
This was an important achievement for the team.
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APPROACHES TO THE DRUG PROBLEM

In his September 1971 report to headquarters,
Sergeant Rivera described another major problem
in the community:

The plague of narcotics addiction and the seeming
inability of the Deparement to cope with even flagrant
violations calls for more imaginative and productive
utilization of the Department's resources. This in turn
will encourage citizen participation in and support for
the Department's programs.

Unfortunately, the problems with youth and

~ the problems of drug addiction are synonymous.

The team commander had no panacea for this
“social ill.” He dealt with the drug addict in two
ways: If you were an addict and were arrested for a
crime, it meant Criminal Court and its official
sanctions. If you were an addict and sought as-
sistance to overcome your problems, arrange-
ments would be made for enrollment at an appro-
priate drug rehabilitation agency, and team
members would often follow-up vn your prog-
ress. The community feared the drug addict and
wanted to be free of him. Yet parents of drug
addicts wanted them helped within the commu-
nity. The demands conflicted.

The drug addict was understood, but not tol-
erated by the team. His disease was too perilous
to the “El Barrio” community. The team com-
mander devoted his efforts toward those most
vulnerable to drug addiction: the experimentors,
those who thought they “couldn’t get hooked.”
He sought to reach the younger community resi-
dents before they were introduced to the drug
culture. That often meant reaching them betore
their teens, sometimes earlier.

The team commander saw several approaches
through which to reach these children. Education
was one, group participation, the other. The
Youth Patrolman ard the commander handled
most of the school lectures dealing with drug
abuse. Team members also conducted meetings
on drug addiction and community members were
invited to attend. Parents were instructed in ways
of detecting the signs of addiction, who to call,
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and what to expece. “Rap sessions™ between the
police team ofticers and the highly drug-prone
youths ot the community were trequently con-
ducted. often informally on tenement stoops of
dilapidated East Harlem streets, between stick-
ball games, or whenever possible.

Organized group activities among neighbor
hood yvouths proved helptul. Spores, discussions,
outings—anything that would channel chetr
energies toward socully acceptable goals—were
all tried. The activities served to gather together
a number of people who shared & common prob-
fem. Tt was an cttective kind of interaction which
might hopetully provide a basis tor the develop-
ment of a common solution to their individual
problems. #!

Drug addiction still exists in the “El Barrio,”
but not among the youths who were betriended
by the neghborhood police team. Evidently,
some progress has been made.

OTHER CRIME CONTROL APPROACHLS

Not all the activiey of the neighborhood police
team is explicitly supportive: some conrrol must
be exercised. The criminal must be apprehended
and brought to justice. This, in turn, is implic-
iely supportive of the community’'s welfare. How-
ever, convincing the community ot the “etti-
cieney of justice’ 1s not always possible. The team
commander vowced this opiron in s January
1972 report to headquarters:

Many citreens are unawaes of the implications of the
Mapp and Micanda decsions, or the “revolving door”
svsterm ot qustice admunistered by the coures. This
teamn commander arterapts to antorm arizens ot the
Iimications imposed upon the polive and emphasizcs
rhe responsibiliaies of the conumuniey to take attrimng-

tive acton aainst those socal s which dieectls

attect police work

“When the person arrested returns ro the
serects betore the arresting otticer.” relates Ser-
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geant Rivera, “something is wrong.” Neverthe-
less, the police team made arreses.

Some team patrolmen were assigned in civilian
clothes to a special “burglary patrol.” Burglarics
decreased in the team neighborhood. So did maay
other crimes. By February 1972, reported crime
had been reduced by 39 percent in “EL Barrio”
from the previous year,*® The team commander’s
assistant prepared various chare which identified
crime trends in che neighborhood. High crime-
proie locations received spectal attention. The
team gradually began to know the community—
who could be trusted, who was an outsider, and
who warranted exera attention. Many of the crim-
inals know about the police team and often chose
“sater grounds,” away from “El Barrio.”

Jerome H. Skolnick®® implicitly sees how a
concept such as the Neghborhood Police Team
Program could help overcome some of the shore-
comings ot burcaucracy in a police department,
and serveas a way to deal with the probleins such
as crimes

Ly aosystem of organization, bureaucray can
hope to achieve etticency only by allowing othicals o
initiate their own means tor solving speditic problems
that intertere wieh therr capacity to achieve productive
resules. *F

The team commander tound means to over-
come his inirial problems. The neighborhood
police team became deeply rooted in the “El
Barrio” community; it betriended its children,
and it lefe 1es mark on the deviane element. The
team commander could now devote some time to
developing and reintorcing the kinds ot acticudes
and activities that he thought were mose desirable
tor team policemen in that particular neighbor-
hood.

IMAGE BUILDING

The "E! Barrio™ ncighborhood police team was
isticuted during a tiime ot gread tension and

S March 1972 rean communde s eepute to hiewdooarteorns
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frustration within the New York City Police
Department. Te seemed as at the police were
quickly becoming the targets ot every malgon-
tent’s bullets. Patrolmen were ambushed while
responding to erroncous calls tor assistance. Otti-
cers were tachine-gunned while parked i pacrol
cars. Rumors of a common plot against police
pervaded the Deparemene. Things had juse about
quicted down when the “Knapp Commussion”
publichy divulged its tindings of police corrup-
tion 1 New York City. In his October 1971
report w headquaters, Sergeant Rivera somberly
described the kind ot impact the past several
months had had on his men:

A sutlen mood, tostered by comvern tor our fallen
members and thar tumlies, prevabs mothis com-
mand  Inadihiton, shere s unammous indignacion ac
the manner an which the Keapp Commnsion pre-
sented 1ty case s spectacadae smear or dic Depare-
ment. the Comnusson has succeedad 0 encouraging
cviosm and promoting apathy among ctizens as
well s some police. The men are well aware chat 4
menumental job ot image eebulding hes ahead. They
are responding to this challenge with & deternination
and contidence that commands respect and will uln-
mately being success.

“Image rebuilding " as the commander named
it required the re-development of a “favorable
self-tmage™** s his men, as well as serengchen-
ing the the community’s positive perspective of
the team. The team commander wanted o cre-
tully detine the roles ot the policemen in “El
Barrio. ™ He and his otticers had made considera-
ble progress in “El Barrio™ and did not want to
talter. The commander approached this problem
through three avenues: frequent team conter-
ences, spedial community mectings, and televi-
ston.

The Deparement demanded that corrupion be
Jeadt with ae all levels by developimg wass and
MICans tor GVCRCOmMINg 10y CXISICNee, of 1ts oppor-
tumiry tor existence. The demands on this assue

exprossed o CED Barrie” were less speatic in

10

terms of its definition of corruption. “Corrup-
tion” had to be defined.

Sergeant Rivera increased the number of con-
terences held with his pacrolmen. Intormal “rap
sessions’” were conducted wherever possible, ina
patrol car during slack periods or walking a foot
pust on quict mornings. Whenever the opportu-
nity presented itselt, the commander and his men
talked about corruption and the ways in which it
could be vvercome. The patrolmen became a part
ot the planning process on this matter. They were
functioning as a team and dealing wich an issue of
mutual concern.

The police team enlisted the assistance of the
community in this matter. Christmas was near-
ing and those who were prone to offer “gratui-
ties” were asked—implored—not to do so. Local
merchants, neighborhood bar owners, and others
in “El Barrio” were asked to comply with che
wishes of the police team and not to offer gratui-
ties. Police team “flyers” to this effece were dis-
tributed within the community.

Many community mectings were devoted to
this issue. The team commander had to be sensi-
tive to the community’s perception of police cor-
ruption. He answered such questions as: “Why
couldn’t a local restaurant owner offer a patrol-
man a tree cup ot cotfees,” and other similar
questions. These kinds of questions were an-
swered in specific terms, often to the dissatistac-
tion of the inquirers. These meetings, while
gathered tor @ specitic purpose, tended to bring
the police and the community closer together. T
was 4 new experience tor both groups involved.
They were sitting down and discussing important
THUCS

The team commander turned to television to
convey the personal aspects of his men. “Police
team members are more than cops. They are
hushands, tathers, and sons. They have thar
share of frastrations and desires. People snould
see the cop tor what he is: another human being ™

On Scptember 28, 1971, W N B.C TV s
“New York Hustrated ™ teatured two police team
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patrolmen in a halt-hour program  titled: "The
Two Worlds ot Patrolmen Tingwall and Ran-
dazzo.” The program projected the candid
impressions of the young, white police officers
and their wives toward their chosen profession
and the community they serve. “Te was a credit to
my men and to the police department,” Sergeant
Rivera explains in recrospect.

Residenes of “El Barrio™ watched the program,
otten crowded around a neighbor’s television set,
or pressed against other patrons i a local bar. For
many, it was the first time they could identity
with the prople they saw on the television screen.
The program impressed many people, and the
community talked about it tor a long time.

A second appearance for team members oc-
carred during December 1971, on W.O.R.
T.V s “Straght Talk.” The issue ot the program
was the dual role of the Puerto Rican police
ofticer. The police team was represented. The
policemen spoke of the problenss of the Puerto
Rican in New York City, of the problems of the
police, and of the dual problems of the Puerto
Rican police officer. This program was equally
enjoyed by people in “El Barrio.” For some, the
Puerto Rican officer performing on the television
screen served as a model. He represented a form
of hope for the future.

By January 1972, just six months atter the
police team had been implemented, Sergeant

Y |

Rivera had developed a considerable number of
contacts with the community. His team was
known and, more importantly, accepted by the
community residents. Several programs initiated
by the team were progressing favorably within
the neighborhood. Community  hostilicy and
skepticism toward the team otticers showed
marked decline. The residents seemed to act
friendlicr toward the police team members.
Crime trends were on the decline. The criminal,
particularly the youthful offender, was deale with
in accordance with certain standards established
by the team commander. Drug addiction was an
ongoing issue for which the police team acrively
sought solutions and asked assistance trom other
agencies. “Team identity” and the roles of the
policemen of “El Barrio™ were gradually being
defined by the team commander. The issue of
police corruption was cffectively overcome
through various avenues which tended to build a
favorable police image in the minds of commu-
nity residents.

It is reasonable to conclude that the neighbor-
hood police team in the “El Barrio” community
has achieved modest success. The team com-
mander continues to identify community needs,
develop resources, and devises tactics to satisfy
these needs. As a modern police manager, the
functional role of 4 team commander appears to
be a highly effective innovation in the New York
City Police Deparement.

l-¢1
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APPENDIX E. A TRAINING PROPOSAL FOR TEAM POLICING

This wppenhy contins atramng proposal prepared by the Pubhic Satety Ageney ot St Petersburge,

Floride A Lee MuoGehee, Directoe of PLinmng and Deselopment tor the Pablic Safers Agens . belwves
I VAR

that thas traeming program

which stresses behas woral aspeces of policimg

helped totorm the cohesiveness

st b e ] e ontnbate s develiganent of ateamn atnituwde The proposal s procntad tor

consideraton by other stepartments

INTRODUCTION

In retlecting on traditional police training pro-
grams, we are increasingly reminded of cheir
relative inettectiveness in equipping the modern
police otticer with the necessary skills and mental
attitude co pertorm his job. Most of the police
training programs in this counery have evolved
with lictle concern tor individual needs or organi-
zational objectives. They have generally been
characeerized by a lack of imagination and have
deale primarily with the more technical aspects of
law entorcement. Mose recruit level training pro-
grams are heavily weighted with these technical
subjects. In-service training programs have fur-
ther sought to remtorce these technical skills as a
primary training objective.

As a resule, the behavioral aspeces ot police
tratning have been neglected in favor of these
technical approaches. This has certainly occurred,
in pare, due to the lack of expertise in the behav-
1oral sciences on the part of many police trainers.
Additionally, techiical subjeces are much casier
to program in a traming schedule and numerous
tramning ards are readily available to assist the
instructor. One should, however, examine the
perceived and actual role of the police officer in
our modern society to determine his peculiar
needs within a training  framework. At firse
glance, it mighe appear that a lack of techmical
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training is responsible tor police tailures in street
situations. A closer look, however, should lead
one to believe that the problem lies in a lack of
traiming in the behavioral sciences, since most
trouble situations are precipitated by the officer's
inability to relate with people in stress situations
or his inability to adequately perceive and concrol
his own personal teelings. These are the kinds of
problems craining programs should address
themselves to, but often, the answers are sought
out in technically or.ented training sessions.

It is also imperative chat training should func-
tion within a management tramework that pro-
vides for che realization of both individual and
organizational needs and goals. The management
tramework of an organization should provide the
necessary direction tor training effores. Ideally,
training should become a management tool to
bring behavior in line with staced goals and
objectives. Training programs which do not op-
crace within these parameters have lost their ef-
feciveness tor both management and individuals
within the organization. They often become
merely an exercise in training for training’s sake.

It is the stated purpose of this paper to develop
a meaningtul training model chat addresses itselt
to the needs of both the organization and the
individual police otticer within the management
framework outlined above. o is intended as a

-
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model for discussion, not a statement of an abso-
lute training program.

TEAM POLICING—SOME SPLECIAL TRAIN-
ING NFEDS

With the advent of team policing, training
needs have become icreasingly acute tor the
officer assigned to such a unit and the persons
responsible for the management aspects ot the
program. The individual officer's needs are tar
greater than those of the conventional patrol offi-
cer since he is required to handle all cases within
his jurisdiction. From a management standpoint,
it is especially necessary to insure that each officer
is in tune with management goals and objectives.
Otherwise, the program becomes fragmented
with a subsequent loss o€ effectiveness.

In detailing particular needs, the following
areas appear to have significance for the officer
assigned to team policing units.

General Area

Behav-
ioral

Tech- Manage-
nical rial

X

Management Oriantation
Community Relations

Human Relations

General Psychology

Family intervention

Juvenile Otfendrrs

Police Photography

Criminal investigation

Narcotics and Dangerous Drugs X
Patrol Operations and Analysis
Advanced Physical Training X

X X X X X X

X X X X X X

‘The areas listed above have been classified
according to their primary instructional objec-
tive. These training arcas have been devised on
the basis of percesred training needs rather than
actual needs a study mighe provide. On that
basis, they may or may not be true indicators of
training needs.

From a management viewpoint, however, it is
pussible to detail objectives of a team policing
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training program. Briefly stated, they include the

tollowing:

o To equip cach team member with the neces-
sary skills to perform his duties at a predeter-
mined level of proficiency consistent with or-
ganizational goals and objectives

e To sensitize each officer to the needs of the
community and provide him with the neces-
sary skills co perform his duties in a manner
consistent with community expectations.

o To foster self-sufficiency and self-reliance
within each officer assigned to the unit
through innovative and in-depth training
methods.

o To bring about behavioral change consistent
with the stated management goals and objec-
tives.

PROGRAM DEVELOPMENT AND DESIGN

Although the general subject areas previously
listed may be those of prime importance to team
police members, a detailed research phase is in
order to determine actual training needs. The
questions which should be asked are: 1) What do
officers assigned to team policing units actually
do in terms of their assignments and responsibili-
ties within their respective jurisdictions? 2) What
are the broad and specitic management objectives
of the Public Safeey Agency? 3) What will it take
to achieve these stated goals and objectives
through team policing? 4) What kinds ot train-
ing programs will best address themiselves to the
accomplishment of these objectives? 5) Whar
kind of evaluative instruments will be needed to
measure the effectiveness of training programs
within the management framework discussed
previously?

A research phase should be initiated to tind
answers to these and other substantive questions
pertaining to the role of team policing. Without
specitic information, training endeavors will be-
come fragmented and out of step with manage-
ment objectives. T'he research phase should in-
clude input from the following sources, and any
others that may be germane to such a scudy: 1)
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key managerial personnel within the Public
Safety Agency; 2) the officers presently assigned
to team policing units; 3) the dtizens ot the
communities being served.

Atter initial research has been completed,
needs should be detailed leading to a tormulation
of general training arcas. Working wichin the
stated management objectives, a training pro-

gram which addresses itselt to the aceual needs of

the officers and the community can begin. It is
suggested chat persons with a background in
educational technology be secured to develop a
training program that is sducationally sound and
elicits the kinds of responses consistent with
management objectives.

An evaluation instrument should also be buile
into the training program to measure the ctfec-
tiveness of traiming in terms of goal realization.
This should be an integral pare of the total pro-
gram, not something constructed as an ateer-
thought, for training that is going to be Citective
musi rely on sound evaluation instruments.

The training program should be undertaken
utilizing cthe ctraditional experimental/conerol
group concept. A time period of actual craining
encompassing at least a six-month period should
be undertaken to determine the eftectiveness (rel-
ative) of the training approach. A training tormat
void ot this concept would be undesirable since it
would lack che control necessary to make valid

assumptions. Criteria to measure ctlectiveness of

the truning program would have to be devised in
conjunction with rhe staced goals and objectives.

SUGGESTED TRAINING PARAMETERYS

In line with the objections raised about con-
ventional triming programs on the tirst page., the
model tor team police training should retlecr the
behavioral approach as a primary consideration. e

is anticipated cthat new and innovative behavior
moditication programs should be implemented
within the experimencal group. Technical cran-
ing should also be included in the overall craining
tormat, but it should take on 2 new dimension
emphasizing the praccical application of skills
and techniques. Actual tield problems should be
considered as an alternative to lecerre-type train-
ing programs that are educationally weak by their
very nature,

le is also suggested chat training programs
strive to meet the objective of self-sufficiency and
selt-reliance through physical and mental train-
ing methods that have proven themselves and
stood the test of time. Specifically, the martial
ares when studied seriously and in cheir full con-
text, have proven co provide the proper mental
attitude and the necessary physical prowess
nceded by police officers in street confrontations.
The eradicional training methods which include
boxing, wrestling, judo, and baton work do
nothing to develop the proper mencal framework
thae could be useful co a team police member.

Training should not be limited to craditional
mechods in any sense of the vord. New .and
imaginative ideas should be implemented within
a tramework of reasonable theory in an attempt (0
bring about the desired behavior. The end result
should be an individuat who is capable ot tultill-
ing the goals and objectives of the organization
and meeting the seringent demands of the com-
munity which he serves. If training programs
cannot accomplish these goals, then they have to
be classitied as failures and recognized as such.
Too many police training programs have gone
this path, and many more are destined to tollow
unless an incercession takes place to change the
dircction and scope of training in the pohce
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APPENDIX F. SAMPLE TABLE OF CONTENTS TO
A REFERRAL GUIDE

Mans depatfioans have attanged o oanserngt gusdes for olne o ase i retertimge indis wduals to sl service
awence b appen b e able ot conteans tea Cinconnar mdes s repristuced. without ans changes m seyle.
Phe vonrents nuve the el e nsetul teatares
® lhov sk wsetulsuestions of prabable inrcrest tnatizens who mas need to be reterred to 4 sl agency
e fhey rebute wovalible servines 1o the particalar netghborbosd o0 which neighborhood police teamn may be

apCeratine

Pon beheved tharasineder table ot Contents woubd be asetald tor reteral gundes clsewhere 1n the ody of the reteeral
gl spave shouid be et bebow the des gt of eac procrame Inochat seace, cach ofticer teither trom his own
chsetvate s tronn the obsersation at othees inhis rearn o at the suggestion ab s depattment othigaly sheld keep notes
that nehe ot b bitwand tees wineh be s Tearned abose the agemny For vaample, che olticer mueht note that o

stticalar Tvpa o case was retosed L e the setoee was tempongardy s erlionaded
i

Table of Contents

Socrdl Services
Case Work
Group Work
Day Care

Puge
* Do you need casework help with vour personal or family problems?
In the Wese End oo _.
In the Over the Rhine . oo .. ___. e
In Me. Auburn . . e
Elsewhere o
*Do vou need Day Care Service tor your children while vou work?
[n the West End  __ . e e e e e
[n the Over the Rhine - o oo oL L .
In Me. Aubuen 00 .
Elewhere o

*The Human Relarions Comnussion will help vou overcome Prejudice

problems conneceed with jobs. communiey, or police oo ___
* Do you tor vour children need help e getting an educations  _ .
*Would you like to mmprove vour marriage. or have a beteer chanee

with o tuture muareiage? e e e
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*Would you like counseling to help you with a personal problem?___
*Toere s a community center near you where you can enjoy community
activities, improve your skills, and become a leader? - _______
Inrth. West End e

In Over the Rhine - L o e

In Mt. Auburn _ . o eeeeem

In Mohawk o e

*Do you need to go on Weltare? .
*Would you like to train your small child better (age 3 to 6 months)?
*Were you a prisoner and now need help, or are you an alcoholic or
transient needing help?s _ .

Emergency
Homes
Food
Advice
Travel

*Do you know a child with no placs to stay but needs a place rignt away?
*Arc you a young employed woman needing a nice place to live? __
*Do you need medical or nursing help with your new baby, or for you
betore baby is born? o .
*Would you like help in finding a decent, safe and sanitary hom¢ for
your family? e eeae
*Are yoeu a traveling man needing a tempoary home and free meal now
and then? e
*There is an emergency home ior 3 days ‘or women and children? _.
*Does your family need energency assi<tar.ce with food clothing and
shelter and some rehabilitation help? - ______.
*Do you need Food Stamps? ..
*Mc. Airy Center gives care to loca/ men over 18 o ____
*Do you know an orphan needing a home? . _____
*Were you displaced from your home by the City and need a decent
place’ e
*Are you a shut in and would like to be visited? . ______.__
*Do you have a child you can't care fors . _________.
*Are you moving and have run into problems and need help? ____
*If you are handicapped and need work,emergency meals or sheleer call
Volunteers of America - oo .

Jobs
* It vou need work you might be able to get a temporary job ______
*Would you hke to train for clerical work, key punch operator,
barbering or other jobs? ...
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*Are you looking tor a permanent job? oo oo
*Are vou a youth needing work experience and training? - --
*\ere vou injured on the job? o eoos
*Would you like to get into the construction trade? oo
*Are you 16 to 18 and 10 school but need some work (boy or girl)?

Medical Needs

*1s there an adolescent about 11 to 18) in your family needing medical
v helps © 0 e e e mmmmmm——mmmmm———————
*Are you pregnant (perhaps not married) needing a clinic and other
T R ettt
*There is 4 dental clinic tor your children oo
*The Children’s Hospital will find out why your child (ender 12) is ill
and will treat it oo e m e
*If your income is low and you need hospital care, call the social service
Deparement Christ Hospital oo
*Do you live in the Over the Rhine and need free medical hcl (Free
CHOIC) o o e e e e ccmccmemmmmmmm——mm mmm—mm———— ==
*Are vou poor bur very ill or need surgery, or have broken bones, a
tumor, or yvour cnild needs medical help? oo

Discises
*You can get afree test for cancer, or free help if you are a cancer patient
*1t you have tuberculosis, help is available -
*If you have arthritis, some therapy is available - oo
*Do you have an incurable chronic disease? (not mortal or contagious)
you can get help oo
*There are two clinics tor children with heart disease or rheumatic
tever. Call them e
*Docs your child have asthma or heart trouble or other medical
problims? You can get help oo ee
*Does some one in your family have along term illness ke TB? - -
*Are you diabetic and need help? o oo
*Does some one in your family have iultiple sclerosis and nevds help?
Handiwcaps
* Are you deat? There are many activities tor you and help it you need it
*The Black Sightless Society provides a home for Blind Women
*Are you disabled and would like to get help in going to college? __
*Camps for badly handicapped children oo
*[f someone you know is blind they can get help in learning to get
around, in many activities, communication and employment also
camping tor children oo
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*You can will your eves to someone needing them oo ..
*Do you have a speech problem? You can get help correceing lt—.llso

hearing problems .o oo -
*Are vou blind and need 4 home that will help you help yourselt? __
*Are you aoman in need of lodging, tood and help with your alcohol-

ST o e
*If vou are bandicapped there are many programs available at Good
Wil e o e e
*It you have a handicapped child vou can tind out more about his illness
and can ot help Lo o

*It vou ore blind there are many services available to you such as
counscling, medical exams and training to zet a job oo ____

Mental Problems

*It someone you know has a mental problem there is help for him __
*It you are having problems understunding yourselt you can get guid-
AN e e
*It you or someone in your tunily sometimes get a little mixed up
mentally, someone canhelpyou oo ________

*1t your child is mixed up mentally sometimes; call the thld Guidance

Home, also the Children's Psychiatric Center . ___
*It a loved one s mentally retarded you can get help for him ____
*It you have a mentally retarded child you can get help for him  __
*The mensally ill can get help it you contact Longview or Rollmans
*There ts a home tor mentally retarded - __._
*There is help for cerebral palsy victims; also classes for mentally

retarded children C ..

*There s a very good place that will tlk over problems with people
trving to get cured of therr meneal tllness oo oo ____

Nursing

*There is a lot of nursing care available it you need it o _______
*Arc you a women, aged and Black in need of a home? o _____
*1f vou are over 60 (man or woman) and need a home try Little Sisters of
the Poor e
*It vou are old and need protection in a home and have some income call
the Marjorie Police Home oo o e
‘It you can’t get your own mals, try ro get meals on wheels .
*Many services (medical, meeting people ete.) older people need are
available to vou oo L -
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ACtIvVitics
Groups
Clubs

*Does your son need friendship with an adule mmn? ____________
*Would your son or daugheer like to belong toa club like Boy Scouts,
Boys Club or Camp Fire Girls?
*Are you a young man or woman who would like o join YMCA,
YWCA or similar clubs tor atchletic activities?

Alcoholism

*You can overcome your drinking problem by getting involved with
groups who will help you

Veterans

*There are many agencies tor Veterans. Do vou need help?

I. Claims and Records
. Employment
Medical Help oo oo
Emergency Reliet
CLegal el
6. Other Help

- > an e . = e e o e e ey e ww m  e e e e =

- e e e e e e a4 o o e e s o ee e e e A e e e

V. ISRV )

Correctional Institutions
Police
Legal Aud
*Do you know of an abused or neglected child?
*There are several schools and homes tor boys and girls who have goteen
into trouble

— e o e e o e e e e e

*Has 4 crime been committed against your boy or giels _______.__

*Have you been in the pen and now need help geeting rehabilitated?
*Do vou need tree legal help? it you can't pay o lawyer)

*Has a crime been committed against you by a youtk?

- e e = e
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SELECTED READINGS ON TEAM POLICING

I. Bloch, Peeer B, and Ulberg. Cyrus. “The Beat Commander Concepe,” The

~J

-

6.

~J

Qo

9.

10

11.

13.

14.

19.

Pulice Chief. Scptember 19720 Repring, Paper 111-707-9, Washington,
D. C.. The Urban Institute, September 1972.

Bloch, Peter B.. and Speche, David 1. “Evaluation Repore on Operation
Neighborhood: A Rapidly Growing Team Policing Program in New
York City,” Working Paper 4000-3, Washington, D.C., The Urban
Institute, not yet published. '

. Bloch, Peter B., and Speche, David. “Quarterly Repore on Operation

Neighborhood,” Working Paper 4000-2, Washington, D.C., The Ur-
ban Institute, june 5. 1972

. City of Albany Police Department. “Grant Application to LEAA For The

Arbor Hill Neighborhood Police Unit Program,” Albany, 1972.

. Cizanckas, Victor I. "Uniform Experiment and Organization Develop-

ment,” Police Magazine, September 1971.
Condrey, John and Pence, Gary K. "An Analysis of Team Policing in
Dayton, Ohio," The Police Chicef. August 1972.

. Elliott, J. F.; O'Connor, John F.; and Sardino, Thomas J. “Experimental

Evaluation of the Crime Control Team Organization Concept,” Draft
paper submitted for presentation at the Third National Symposium on
Law Enforcement Service and Technology, November 1969.

. lIgleburger, Robert M.; Angell, John E.; and Pence, Gary. “Changing

Urban Police: Practitioners’ View,” Washington, D.C., presentation for
the Fourtch National Symposium on Law Enforcement Science and Tech-
nology, May 1, 1972

Kenney, John P "Team Policing Organization: A Theoretical Model,”
Police Magazire, August 1972,

. Mitchell, Howard E. “Unit-Beat Policing in Great Britain, A Technical

Report to the Ford Foundation,” Philadelphia, University of Pennsylva-
nia, October 1967,

Murphy, Patrick V., and Bloch, Peter B. “The Bear Commander,™ The
Pulicc Chief, Vol. XXXVIL No. 5, May 1970.

. Peart, Leo E. "The Police Organization-A Team Approach,”™ M.A.

Thesis, San Jose State College, 1972,

Phelps, Lourn G., and Harmon, Lore. “Team Policing-Four Years
Later,” FBI Lt Enforcenent Bulletn, December 1972,

St. Petersburg Public Safety Agency. “Discretionary Grane Application
to LEAA For A Comprehensive Police Improvement Project,”™ St
Petersburg, 1972.

Vollmer, August. The Pulice und Mudern Sociery. New Jersey, Patterson
Smith, 1936.

163



16. Watson, Nelson, Ed. "Police and the Changing Community-Selected
Readings,” Washington, D.C., International Association of Chiefs of
Police, 1965.

17. Watson, Nelson A., Ed. "Police-Community Relations,” Washington,
D.C., International Association of Chiefs of Police, 1966.

18. Wilson, O. W.. and McLaren, Roy C. Pulice Administration, Third
Edition, New York, McGraw-Hill, Inc., 1963.

A Survey of Neighborhood Team Policing has been undertaken by the Police
Foundation and should be completed in the next several months.

'SELECTED READINGS ON EVALUATION

1. Albright, Ellen. Evaluator's Manual for Anti-Crime Impact Projects, MTR-
6262, Washington, D.C., U. S. Department of Justice, January 1973.

2. Hatry, Harry P.; Winnie, Richard E.; and Fisk, Donald M. Practical
Program Evaluation for State and Local Government Officials, Washington,
D.C., The Urban Institute, 1973.

3. Lewis, Joseph H. Evaluation of Experiments in Policing: How Do You Begin?
(Four Cases), Washington, D.C., Police Foundation, December 1972,

4. Wholey, Joseph S., et al. Federal Evaluation Policy, Washington, D.C., The
Urban Institute, 1970.
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(CUT ALONG THIS | 'NE)

PRESCRIPTIVE PACKAGE: “Neighborhood Team Policing”
To help LEAA better evaluate the usefulness of Prescriptive Packages, the
reader s requested to complete and return the tollowing questions.
I. What s your general reaction to this Presceriptive Package?
(O Excellent O Average O Useless
O Above Average (3 Poor
Doces this package represent best availuble knowledge and experience?
O No beteer single document available
O Excellent, but some changes required (please comment)
(O Satistactory, but changes required (please comment)
O Does not represent best knowledge or experience (please comment)
Comments:

v

3. To what extent do you see the package as being useful in terms of: (check
one box on each line)

Highly  Of Some Not

Usetul  Use Useful
Moditying existing projects a a a
Training personnel a a a
Administering on-going projects a a a
Providing new or important intormation a a a
Developing or implementing new projects a a a

4. To what specitic use. it any, have you put this particular package?
5. In what ways, it any, could the package be improved: (specity)

A. Structure/Organization

B. Content/Coverage

C. Objectivity

D. Writing Style

6. How did this packesze come to your attention? (¢check one or more boxes)

O LEAA Muiling of package O LEAA Newsletter
O Your organization’s library O Nauonal Criminal Justice
(] Contact with LEAA statt Reterence Service

0 Other

7. Additional Comments:
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8. Check ONE item below which best describes your attiliation with law
entorcerment or criminal justice. If the item checked is an asterisk (*),
please also check ehe related level, e,

O Federal O State O County O Local
O Headquarters, LEAA O Police *
3 LEAA Regional Oftice (1 Court *
0 State Planning Agency O Corcectional Agency *
O Regional SPA Ottice O Legislative Agency *
O College/University O Other Government Agency *
O Commercial Industrial Firm O Professional Associations *
O Citizen Group O Crime Prevention Group *
9. Your Name (Optional)
Organization or Agency
Your Position
(Foid)
US DEPARTMENT OF JUSTICE
LAW ENFORCEMENT ASSIHTANCE ADMINISTHATION
WASHINGTON DOC 20830

o POSTAGE AND FEFS PAID

U.S. DEPARYMENT OF JUSTICE

OFFICIAL BUSINESS Juears
PENALTY FOR PRIVATE USE, $300
Director
Office of Technology Transter ~

National Institute of Law Enforcement
and Criminal Justice

U.S. Department of Justice

Washington, D.C. 20530

{Fold)
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